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SLAPS GERNE E anto od 
PREFACE 


This book provides rich insights about people at work in all kinds of organiza- 
tions, and suggests how they may be motivated to work together more produc- 
tively. This exciting study of human behavior at work is called organizational 
behavior, and it is an integration and application of social science knowledge. 
Management, labor, behavioral researchers, and others can take justifiable 
credit for advances in the field of organizational behavior during this century, 
but much opportunity for improvement still remains. This book summarizes 
current knowledge and also suggests some areas in which further progress is 
still required. 

All people who work in organizations will find this book helpful in under- 
standing and guiding the behavior of others. It is designed primarily for college 
and university courses in organizational behavior, human behavior in organiza- 
tions, and similar topics. Earlier editions have been used worldwide; and 
international editions include one published in Japan for the Asian market, an 
edition in India, and translations into three other languages. 

The book has been tested on the firing line in university classrooms and in 
organizations for more than thirty years, and many ideas offered by users of 
earlier editions have been incorporated into this new one. We actively invite 
comments from both faculty and students to help us make the book even more 
useful. We listen, and we care. In response to recommendations by readers, we 
have expanded features such as figures and examples from actual practice to 
illustrate ideas. 


The authors’ roles 


Overall, we have several key roles as authors of this book. We begin by 
immersing ourselves in the thinking, research, and practice of organizational 
behavior to provide ourselves with an in-depth understanding of it. This 
requires continuous reading of professional journals and books, as well as 
regular interaction with managers in a variety of organizations. Then we de- 
velop a logical and interesting organizational framework, and proceed to iden- 
tify the most important elements for inclusion. Finally, we seek to present the 
information in ways that will help readers learn and retain the ideas. 

Our final objective is to produce a book that is both accurate and useful. We 
emphasize content and substance, and present the material in an organized 
fashion that will enable readers to integrate the various parts of this discipline 
into a whole philosophy of organizational behavior. The eighth edition has been 
upgraded by thorough citations to recent research to indicate the data basis for 


our conclusions. 


Preface 


Where appropriate, we include alternative viewpoints on a subject (while 
attempting to screen out trivial issues and fads). This indicates that there are no 
simple answers to complex behavioral issues, and also encourages readers to do 
their own thinking on the subject. In addition, it challenges them to integrate a 
variety of perspectives. Consequently, we believe that this book will serve as a 
valuable reference book for a long period of time, as well as providing a 
stimulus for readers to enrich their knowledge by continued study of organiza- 
tional behavior. 


Features of the book 


One of the most notable features of this book is its careful blending of theory 
with practice, so that basic theories come to life in a realistic context. Readers 
learn that concepts and models will apply in the real world and will help to 
build better organizations and a better society. The ideas and skills they learn 
in an organizational behavior course can help them cope better with life. 

Another popular feature, widely recognized, is the hundreds of examples of 
real organizational situations. They illustrate how actual organizations operate 
and how people act in specific situations. The majority of major concepts in this 
book are illustrated with one or more of these examples. 

A feature liked by both faculty and students is the book's readability. Follow- 
ing the concepts of both Flesch and Gunning, we have maintained a moderate 
vocabulary level and a readable style. Variety enhances the readability by 
inclusion of the many change-of-pace examples mentioned earlier. 

Other features of the book include: 


1 A widely accepted framework of four models of ——MÀ— thal 
extends throughout the book E ebational behavior 


2 Strong coverage of employee communication, much of it based on the 


authors' own research 


3 Two comprehensive chapters on motivational theories and another on their 
application to reward systems in organizations 


4 A chapter on participation that is unique amo izational behavior 
books in its focus on this contemporary approach — 

5 A detailed Table of Contents to indicate the location of major topics, margin 
notes to highlight key concepts within the text, and provocative quotes at the 
beginning of each chapter to stimulate thought and discussion 

6 A list of classic and contemporary books at the end of each chapter that 
provides suggestions for in-depth additional reading 


7 A comprehensive glossary of terms at the end of the book 


Preface 


New or expanded features in the eighth edition include: 


1 A new emphasis on the important role of organizational culture 


2 A revised structure, placing the discussion of communication early in the 
book because of its essential role in motivation, leadership, and other behav- 
ioral processes 

3 An upgraded discussion of motivational theories, including sections on the 
equity model and Alderfer's classification of needs 


4 A new chapter on international organizational behavior, highlighting some 
of the ways that human behavior at work varies in different cultures 


5 New coverage of gain sharing, telecommuting, organizational citizenship, 
the leader-member exchange model of leadership, and the visionary role of 
leaders 


6 A new section (in Chapter 22) on the contributions of theory, research, and 
practice to the field of organizational behavior 


1 Several new cases at the end of the book, representing a variety of organiza- 
tional settings and behavioral issues 


Learning aids 


Major features included in each chapter are chapter objectives, introductory 
quotations and incidents, a chapter summary, terms and concepts for review, 
true case incidents for analysis in terms of chapter ideas, and a thorough and 
up-to-date set of references that provide a rich source of additional information 
for the interested reader. There are also numerous discussion questions, many 
of which require thought, encourage insight, or invite readers to analyze their 
own experiences in terms of the ideas in the chapter. Other questions suggest 
appropriate group projects. A number of experiential exercises are also in- 
cluded for classroom use. 


Instructional aids 


Since this book has been used in classrooms for seven editions, several class- 
room-proven instructional aids have been developed and refined over the 


years. 


1 Readings and experiential exercises. The eighth edition of Organizational 
Behavior: Readings and Exercises, by John W. Newstrom and Keith Davis, has 
over sixty readings from a rich variety of sources to give students a broader view 
of organizational behavior. There are also several experiential exercises de- 
signed to allow students to compare their own thoughts with those of other 
classmates in the application of organizational behavior ideas. 
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2 Study guide. The study guide, by Jon L. Pierce and John W. Newstrom, 
provides a valuable tool to help students learn and assess their progress as they 
work through the text. It includes a brief chapter summary and objectives, plus 
a variety of multiple-choice, true-false, matching, and essay questions arranged 
in assignments for each chapter. New features include chapter outlines, key 
terms, and crossword puzzles. 


3 Test bank. There is an extensive test bank to help instructors prepare 
examinations. It is available to instructors through McGraw-Hill Book Com- 
pany. 


4 Instructor's manual. The instructor's manual, prepared by Gaber Abou El 
Enein, contains sample course assignment sheets, various types of questions for 
each chapter, notes on the incidents and end-of-text cases, and sample exam- 
inations. In addition, there is a film and videotape list for each chapter. 


5 Transparency masters. A full set of transparency masters is supplied for 
each chapter with the instructor's manual. 


6 Transparencies. A set of professionally prepared color transparencies, rep- 


resenting the important figures in the text and many others, is available to 
adopters. 
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HUMAN BEHAVIOR AT WORK 
Organizational Behavior — 


CHAPTER 


No simple formulas 


rganizations are social systems. If one wishes to work in 

them or to manage them, it is necessary to understand how 

they operate. Organizations combine science and people— 

technology and humanity. Technology is difficult enough 

by itself, but when you add people you get an immensely 
complex social system that almost defies understanding. However, society 
must understand organizations and use them well because they are necessary to 
achieve the benefits of civilization. They are necessary for world peace, suc- 
cessful school systems, and other desirable goals that people seek. The progress 
of our society depends on effective organizations. 

Human behavior in organizations is rather unpredictable. This is because it 
arises from people's deep-seated needs and value systems. However, it can be 
partially understood in terms of the frameworks of behavioral science, manage- 
ment, and other disciplines; and that is the objective of this book. There are no 
simple formulas for working with people. There is no perfect solution to 
organizational problems. All that can be done is to increase our understanding 
and skills so that human relationships at work can be upgraded. The goals are 
challenging and worthwhile. 


We can work effectively with people if we are prepared to think about them 
in human terms. Consider the following situation in which a manager's moti- 
vation was increased after years of passive, minimum performance. 


John Perkins, age about fifty, worked as assistant manager of a branch bank in à 
large banking system. He had been an assistant manager for eleven years. His work 
was so mediocre that no branch manager wanted him. Usually his current manager 
would arrange to move him out of the way by transferring him to a new branch that 
was opening; so John worked in eight branches in eleven years. When he became 
assistant manager at his ninth branch, his manager soon learned of his record. 
Although tempted to transfer John, the manager decided to try to motivate him. The 
manager learned that John had no economic needs because he had a comfortable 
inheritance and owned several apartment houses. His wife managed the apart- 
ments. His two children were college graduates and had good incomes. John was 
contented. 

The manager made little headway with John and twice considered discharging 
him. Occasionally John developed a drive for a few weeks, but then he lapsed into 
his old ways again. After a careful analysis of John's situation, the manager con- 
cluded that although John's needs for tangible goods were satisfied, he might 
respond to more recognition; so the manager started working in that direction. For 
example, on the branch's first birthday the manager held a party for all employees 
before the bank opened. He had a caterer prepare a large cake and write on top an 
important financial ratio that was under John's jurisdiction and was favorable at the 
moment. John was emotionally inspired by the recognition and the "kidding" that his 
associates gave him about the ratio. His behavior substantially changed thereafter, 
and with further recognition he improved to become a successful manager of 
another branch within two years. In this instance John's performance was improv 
because his manager carefully analyzed the situation and used behavioral skills, such 
as recognition, to achieve a result beneficial to both parties. That is the essence of 
organizational behavior, which we will now define. 


Key elements 


FIGURE 1-1 
Key elements in 
organizational 
behavior 
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UNDERSTANDING ORGANIZATIONAL 
BEHAVIOR 


Definition 


Organizational behavior is the study and application of knowledge about how 
people act within organizations. It is a human tool for human benefit. It applies 
broadly to the behavior of people in all types of organizations, such as business, 
government, schools, and service organizations. Wherever organizations are, 
there is a need to understand organizational behavior.? 

The key elements in organizational behavior are people, structure, tech- 
nology, and the environment in which the organization operates. When people 
join together in an organization to accomplish an objective, some kind of 
structure is required. People also use technology to help get the job done, so 
there is an interaction of people, structure, and technology, as shown in Figure 
1-1. In addition, these elements are influenced by the external environment, 
and they influence it. Each of the four elements of organizational behavior will 
be considered briefly. 


PEOPLE People make up the internal social system of the organization. They 
consist of individuals and groups, and large groups as well as small ones. There 
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are unofficial, informal groups and more official, formal ones. Groups are 
dynamic. They form, change, and disband. The human organization today is 
not the same as it was yesterday, or the day before. People are the living, 
thinking, feeling beings who work in the organization to achieve their objec- 
tives. Organizations exist to serve people, rather than people existing to serve 
organizations. 


STRUCTURE Structure defines the formal relationships of people in organiza- 
tions. Different jobs are required to accomplish all of an organization's ac- 
tivities. There are managers and employees, accountants and assemblers. 
These people have to be related in some structural way so that their work can 
be effectively coordinated. These relationships create complex problems of 
cooperation, negotiation, and decision making. 


TECHNOLOGY Technology provides the resources with which people work 
and affects the tasks that they perform. They cannot accomplish much with 
their bare hands, so they build buildings, design machines, create work pro- 
cesses, and assemble resources. The technology used has a significant influence 
on working relationships. An assembly line is not the same as a research 
laboratory, and a steel mill does not have the same working conditions as a 
hospital. The great benefit of technology is that it allows people to do more and 


better work, but it also restricts people in various ways. It has costs as well as 
benefits. 


ENVIRONMENT All organizations operate within an external environment.‘ A 
single organization does not exist alone. It is part of a larger system that 
contains many other elements, such as government, the family, and other 
organizations. All of these mutually influence each other in a complex system 
that creates a context for a group of people. Individual organizations, such as a 
factory or a school, cannot escape being influenced by this external environ- 
ment. It influences the attitudes of people, affects working conditions, and 
provides competition for resources and power. It must be considered in the 
study of human behavior in organizations. 


HISTORICAL DEVELOPMENT OF 
ORGANIZATIONAL BEHAVIOR 


Historical origins 


Although human relationships have existed since the beginning of time, the art 
and science of trying to deal with them in complex organizations is relatively 
new. In the early days people worked alone or in such small groups that their 
work relationships were easily handled. It has been popular to assume that 
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under these conditions people worked in a Utopia of happiness and fulfillment, 
but this assumption is largely a nostalgic reinterpretation of history. Actual 
conditions were brutal and backbreaking. People worked from dawn until dusk 
under intolerable conditions of disease, filth, danger, and scarcity of resources. 
They had to work this way to survive, and very little effort was devoted to their 
job satisfactions. 

Then came the industrial revolution. In the beginning the condition of 
people did not improve, but at least the seed was planted for potential improve- 
ment. Industry expanded the supply of goods and knowledge that eventually 
gave workers increased wages, shorter hours, and more work satisfaction. In 
this new industrial environment Robert Owen, a young Welsh factory owner, 
about the year 1800, was one of the first to emphasize human needs of 
employees. He refused to employ young children. He taught his workers 
cleanliness and temperance and improved their working conditions. This could 
hardly be called modern organizational behavior, but it was a beginning. He 
was called “the real father” of personnel administration by an early writer.> 

Andrew Ure incorporated human factors into his The Philosophy of Manufac- 
tures, published in 1835.9 He recognized the mechanical and commercial parts 
of manufacturing, but he also added a third factor, which was the human factor. 
He provided workers with hot tea, medical treatment, “a fan apparatus" for 
ventilation, and sickness payments. The ideas of Owen and Ure were accepted 
slowly or not at all, and they often deteriorated into a paternalistic, do-good 
approach rather than a genuine recognition of the importance of people at 
work. 


Early development 


Interest in people at work was awakened by F: rederick W. Taylor in the United 
States in the early 1900s. He is often called "the father of scientific manage- 
ment," and the changes he brought to management paved the way for later 
development of organizational behavior. His work eventually led to improved 
recognition and productivity for industrial workers. He pointed out that just as 
there was a best machine for a job, so were there best ways for people to do 
their jobs. To be sure, the goal was still technical efficiency, but at least 
management was awakened to the importance of one of its neglected resources. 

Taylors major work was published in 1911.7 It was followed in 1914 by 
Lillian Gilbreth’s The Psychology of Management, which primarily emphasized 
the human side of work. Shortly thereafter the National Personnel Association 
was formed, and later, in 1923, it became the American Management Associa- 
tion, carrying the subtitle “Devoted Exclusively to the Consideration of the 
Human Factor in Commerce and Industry.” During this period Whiting 
Williams was studying workers while working with them, and in 1920 he 
published a significant interpretation of his experiences, What's on the 
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Research studies 


In the 1920s and 1930s Elton Mayo and F. J. Roethlisberger at Harvard 
University gave academic stature to the study of human behavior at work. They 
applied keen insight, straight thinking, and sociological backgrounds to indus- 
trial experiments at the Western Electric Company, Hawthorne Plant. They 
concluded that an organization is a social system and the worker is indeed the 
most important element in it.!° Their experiments showed that the worker is 
not a simple tool but a complex personality interacting in a group situation that 
often is difficult to understand. 

To Taylor and his contemporaries, human problems stood in the way of 
production and so should be minimized. To Mayo, human problems became a 
broad new field of study and an opportunity for progress. He is recognized as 
the father of what was then called human relations and later became known as 
organizational behavior. Taylor increased production by rationalizing it. Mayo 
and his followers sought to increase production by humanizing it. 

The Mayo-Roethlisberger research has been strongly criticized as being 
inadequately controlled and interpreted,!! but its basic ideas, such as a social 
system within the work environment, have stood the test of time. The impor- 
tant point is that it was substantial research about human behavior at work, and 
its influence was widespread and enduring. 

In the 1940s and 1950s other major research projects developed in a number 
of organizations, including the Research Center for Group Dynamics, Univer- 
sity of Michigan (especially leadership and motivation); Personnel Research 
Board, Ohio State University (leadership and motivation); Tavistock Institute of 
Human Relations in London (various subjects); and the National Training 
Laboratories in Bethel, Maine (group dynamics). As the results of this research 
began to filter into the business and academic communities, it stimulated new 
interest in the behavior of people at work. An "age of human relations" had 
begun. 

The new emphasis on people at work was a result of trends that had been 
developing over a long period of time. It helped bring human values into 
balance with other values at work. Unfortunately, human relations grew so fast 
that it was not well understood, and some shallowness developed. Some 
practitioners began to emphasize “being nice to people,” while subtly trying t° 
manipulate employees. This approach is illustrated by the cartoon in Figure 
1-2. One humorist observed, “We have moved from the ‘invisible hand’ of 
Adam Smith's economics to the ‘glad hand’ of human relations.” These prac 
tices led to well-deserved criticisms. 2 

The term “human relations” gradually lost favor, although it continues to be 
used—especially at the operating level—because of its appropriateness. AP 
example is the statement “The supervisor is effective with human relations.” AS 
the field became more mature and research-based, the new term that arose '? 
describe it was “organizational behavior. "13 

A major strength of organizational behavior is its interdisciplinary nature. 9$ 
it integrates behavioral sciences and other social sciences that can contribute !? 


FIGURE 1-2 
The cooperative 
approach can be 
overdone. 


Source: United Features 
Syndicate; copyright € 
1956. Used with 
permission. 
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the subject. It applies from these disciplines any ideas that will improve the 
relationships between people and organizations. Its interdisciplinary nature is 
similar to that of medicine, which applies physical, biological, and social 
sciences into a workable medical practice. 

The interest of various social sciences in people is sometimes expressed by 
the general term "behavioral science," which represents the systematized body 
of knowledge pertaining to why and how people behave as they do. Organiza- 
tional behavior then integrates behavioral science with formal organizations. It 
has been said that the formal organization view sees "organizations without 
people,” while behaviorists speak of “people without organizations.” However, 
organizations must have people, and people working toward goals must have 
organizations; so it is desirable to treat the two as a working unit, as organiza- 
tional behavior does. 


FUNDAMENTAL CONCEPTS 


Every field of social science (or even physical science) has a philosophical 
foundation of basic concepts that guide its development. In accounting, for 
example, a fundamental concept is that “for every debit there will be a credit.” 
The entire system of double-entry accounting was built on this philosophy 
when it replaced single-entry bookkeeping many years ago. In physics, a basic 
belief is that elements of nature are uniform. The law of gravity operates 
uniformly in Tokyo and London, and an atom of hydrogen is identical in 
Moscow and Washington, D.C. But the same cannot be said for people. 

As shown in Figure 1-3, organizational behavior starts with a set of six 
fundamental concepts revolving around the nature of people and organizations. 
A summary of these ideas follows, and they are developed further in later 


chapters. 


The nature of people 


With regard to people, there are four basic concepts: individual differences, a 
whole person, motivated behavior, and value of the person (human dignity). 
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INDIVIDUAL DIFFERENCES People have much in common (they become ex- 
cited, or they are grieved by the loss of a loved one), but each person in the 
world is also individually different. On the hills of Greenland lie billions of tiny — 
snowflakes; yet we are reasonably sure that each is different. On the planet 
Earth are billions of complex people who are likewise all different (and we 
expect that all who follow will be different)! Each one is different from all 
others, probably in millions of ways, just as each of their fingerprints is 
different, as far as we know. And these differences are usually substantial rather 
than meaningless. Think, for example, of a person's billion brain cells and the 
billions of possible combinations of connections and bits of experience that are 
stored inside. All people are different. This is a fact supported by science. 
The idea of individual differences comes originally from psychology. From | 
the day of birth, each person is unique, and individual experiences after birth 
tend to make people even more different. Individual differences mean that 
management can get the greatest motivation among employees by treating 
them differently. If it were not for individual differences, some standard, 
across-the-board way of dealing with employees could be adopted, and mini- 
mum judgment would be required thereafter. Individual differences require | 
that a manager's approach to employees should be individual, not statistical. 


This belief that each person is different from all others is typically called the | 
Law of Individual Differences." | 


A WHOLE PERSON Although some organizations may wish they could employ 
only a person’s skill or brain, they actually employ a whole person, rather than 
certain characteristics. Different human traits may be separately studied, but in 
the final analysis they are all part of one system making up a whole person. Skill 
does not exist apart from background or knowledge. Home life is not totally 
separable from work life, and emotional conditions are not separate from 
physical conditions. People function as total human beings. 
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For example, a supervisor wanted Margaret Townsend to work overtime Wednes- 
day night on a rush report. Townsend had the necessary knowledge and skill for the 
job. She also wanted the overtime pay. However, from her point of view a social 
obligation made it impossible for her to work that night. The date was her tenth 
wedding anniversary, and an anniversary party was scheduled with a few friends at 
her house. This anniversary was important to her, so her supervisor had to consider 
her needs as a whole person, not just a worker. 


When management practices organizational behavior, it is trying to develop 
a better employee, but also it wants to develop a better person in terms of 
growth and fulfillment. Jobs shape people somewhat as they perform them, so 
management needs to be concerned about its effect on the whole person. 
Employees belong to many organizations other than their employer, and they 
play many roles inside and outside the firm. If the whole person can be 
improved, then benefits will extend beyond the firm into the larger society in 
which each employee lives. 


MOTIVATED BEHAVIOR From psychology we learn that normal behavior has 
certain causes. These may relate to a person’s needs and/or the consequences 
that result from acts. In the case of needs, people are motivated not by what we 
think they ought to have but by what they themselves want. To an outside 
observer a person's needs may be unrealistic, but they are still controlling. This 
fact leaves management with two basic ways to motivate people. It can show 
them how certain actions will increase their need fulfillment, or it can threaten 
decreased need fulfillment if they follow an undesirable course of action. 
Clearly a path toward increased need fulfillment is the better approach. 

Motivation is essential to the operation of organizations. No matter how 
much technology and equipment an organization has, these things cannot be 
put to use until they are released and guided by people who have been 
motivated. 


Think for a minute in terms of a modern locomotive sitting in a railroad station. All 
the rails and equipment are in order; the schedule and routes are prepared; the 
destination is set; tickets are sold; and the passengers are on board. No matter how 
well all this preliminary work has been done, the train cannot move an inch toward 
the next station until the energy is usefully applied—that is, until the motive power 
is supplied. Similarly, in an organization motivation turns on the power to keep the 


organization going. 


VALUE OF THE PERSON (HUMAN DIGNITY) This concept is of a different order 
from the other three because it is more an ethical philosophy than a scientific 
conclusion. It asserts that people are to be treated differently from other factors 
of production because they are of a higher order in the universe. It recognizes 
that because people are of a higher order, they want to be treated with respect 
and dignity—and should be treated this way. Every job, however simple, 
entitles the people who do it to proper respect and recognition of their unique 
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aspirations and abilities. The concept of human dignity rejects the old idea of 
using employees as economic tools. 

Ethical philosophy is reflected in the conscience of humankind confirmed by 
the experience of people in all ages.!5 It has to do with the consequences of our 
acts to ourselves and to others. It recognizes that life has an overall purpose and 
accepts the inner integrity of each individual. Since organizational behavior 
always involves people, ethical philosophy is involved in one way or another in 
each action. Human decisions cannot, and should not, be made apart from 
values. 


The nature of organizations 


With regard to organizations, the two key concepts are that they are social 
systems and that they are formed on the basis of mutual interest. 


SOCIAL SYSTEMS From sociology we learn that organizations are social sys- 
tems; consequently, activities therein are governed by social laws as well as 
psychological laws. Just as people have psychological needs, they also have 
social roles and status. Their behavior is influenced by their group as well as by 
their individual drives. In fact, two types of social systems exist side by side in 
organizations. One is the formal (official) social system, and the other is the 
informal social system. 

The existence of a social system implies that the organizational environment 
is one of dynamic change, rather than a static set of relations as pictured on an 
organization chart. All parts of the system are interdependent and subject to 
influence by any other part. Everything is related to everything else. 


The effects of the broader social system can be seen in the experience of a super- 
visor, Glenda Ortiz. Ortiz disciplined an employee for a safety violation. The action 
was within the rules and considered routine by Ortiz. However, the local union 
already was upset because of what it considered to be unfair discipline for safety 
violations in another branch of the company. It wanted to show sympathy for its 
fellow members in the other branch, and it also wanted to show management that it 
would not accept similar treatment in this branch. In addition, the union president, 
Jimmie Swallen, was running for reelection, and he wanted to show members that 
he x protecting their interests, i 
union encouraged the employee to file a grievance about Ortiz s action, an 
the simple disciplinary matter became a complex labor relations problem that 
consumed the time of many people. 


The idea of a social system provides a framework for analyzing organizational 


behavior issues. It helps make organizational behavior problems understand- 
able and manageable. 


MUTUAL INTEREST Mutual interest is represented by the statement “Organi 
zations need people, and people also need organizations." Organizations have # 
human purpose, They are formed and maintained on the basis of some mutu- 
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FIGURE 1-4 


Mutual interest 
provides a 
superordinate goal 
for employees and 
the organization. 


ality of interest among their participants. People see organizations as a means to 
help them reach their goals, while organizations need people to help reach 
organizational objectives.!9 If mutuality is lacking, it makes no sense to try to 
assemble a group and develop cooperation, because there is no common base 
on which to build. As shown in Figure 1-4, mutual interest provides a superor- 
dinate goal that integrates the efforts of individuals and groups. The result is 
that they are encoüraged to attack organizational problems rather than each 
other! 


Holistic organizational behavior 


When the six fundamental concepts of organizational behavior are considered 
together, they provide a holistic concept of the subject. Holistic organizational 
behavior interprets people-organization relationships in terms of the whole 
person, whole group, whole organization, and whole social system. It takes an 
across-the-board view of people in organizations in an effort to understand as 
many as possible of the factors that influence their behavior. Issues are ana- 
lyzed in terms of the total situation affecting them rather than in terms of an 
isolated event or problem. 


The holistic concept is illustrated by the story of John Perkins, bank manager, at the 
beginning of this chapter. Perkins's problems could not be understood in terms of 
the job he currently held. His manager had to examine his job history, career needs, 
investments outside the bank, children's status, and other factors. In this way 
Perkins could be helped to become effective again. This was holistic organizational 
behavior. 


BASIC APPROACHES OF THIS BOOK 


Organizational behavior seeks to integrate the four elements of people, struc- 
ture, technology, and the environment. It rests on an interdisciplinary 
foundation of fundamental concepts about the nature of people and organiza- 
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tions. In addition, this book accents four basic themes that will be woven 
throughout subsequent chapters, as shown in Figure 1-5. 


A human resources (supportive) approach 


The human resources approach is developmental. It is concerned with the 
growth and development of people toward higher levels of competency, 
creativity, and fulfillment, because people are the central resource in any 
organization and any society. The nature of the human resources approach can 
be understood by comparing it with the traditional management approach in 
the early 1900s. In the traditional approach, managers decided what should be 


done and then closely controlled employees to ensure task performance. Man- - 


agement was directive and controlling. 

The human resources approach, on the other hand, is supportive. It helps 
employees become better, more responsible persons, and then it tries to create 
a climate in which they may contribute to the limits of their improved abili- 
ties. It assumes that expanded capabilities and opportunities for people will 


lead directly to improvements in operating effectiveness. Work satisfaction also 


will be a direct result when employees make fuller use of their abilities. 
Essentially, the human resources approach means that better people achieve 
better results. It is somewhat illustrated by this ancient proverb: 


Give a person a fish, and you feed that person for a day; 
Teach a person to fish, and you feed that person for life. 


Another name for the human resources approach is the supportice approach, 
because the manager's primary role changes from control of employees to 
active support of their growth and performance. The supportive model of 
organizational behavior is discussed in a later chapter. 


A contingency approach 


Traditional management relied on principles to provide a “one best way" of 
managing. There was a correct way to organize, to delegate, and to divide 
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work. The correct way applied regardless of the type of organization or situation 
involved. Management principles were considered to be universal. As the field 
of organizational behavior developed, many of its followers also supported the 
concept of universality. Behavioral ideas were supposed to apply in any type of 
situation. For example, employee-oriented leadership should consistently be 
better than task-oriented leadership, whatever the circumstances. An occa- 
sional exception might be admitted, but the early ideas were more or less 
universal. 

The more accepted view now is that there are few across-the-board concepts 
that apply in all instances. Situations are much more complex than first per- 
ceived, and the different variables may require different behavioral ap- 
proaches. The result is the contingency approach to organizational behavior, 
which means that different situations require different behavioral practices for 
effectiveness. !9 

No longer is there a one best way. Each situation must be analyzed carefully 
to determine the significant variables that exist in order to establish the kinds of 
practices that will be more effective. The strength of the contingency approach 
is that it encourages analysis of each situation prior to action while at the same 
time discouraging habitual practice based on universal assumptions about 
people. The contingency approach also is more interdisciplinary, more system- 
oriented, and more research-oriented than the traditional approach. Thus it 
helps to use in the most appropriate manner all the current knowledge about 


people in organizations. 


A productivity approach 


Most organizations try to be productive, so this idea is a common thread woven 
through organizational behavior.!9 Productivity is a ratio that compares units of 
output with units of input. If more outputs can be produced from the same 
amount of inputs, productivity is improved. Or if fewer inputs can be used to 
produce the same amount of outputs, productivity has increased. The idea of 
productivity does not imply that one should produce more output; rather, it is a 
measure of how efficiently one produces whatever output is desired. Conse- 
quently, better productivity is a valuable measure of how well resources are 
used in society. It means that less is consumed to produce each unit of output. 
There is less waste and better conservation of resources. 

Productivity often is measured in terms of economic inputs and outputs, but 
human and social inputs and outputs also are important. For example, if better 
organizational behavior can improve job satisfaction, a human output or benefit 
occurs. In the same manner, when employee development programs lead to a 
by-product of better citizens in a community, a valuable social output occurs. 
Organizational behavior decisions typically involve human, social, and/or eco- 
nomic issues, so productivity usually is a significant part of these decisions and 
will be discussed throughout this book. 


16 


Four equations 


FIGURE 1-6 


PART | Fundamentals of organizational behavior 


AFORMULA The role that organizational behavior plays in creating productive 
organizations is illustrated by a set of equations. Let us look first at a worker's 
ability. It is generally accepted that knowledge and one’s skill in applying it 
constitute the human trait called “ability.” This is represented by the equation 


Knowledge x skill = ability 


Let us look now at motivation. It results from a person’s attitudes reacting in 
a specific situation. This is represented by the equation 


Attitude X situation = motivation 


Motivation and ability together determine a person’s potential performance 
in any activity. 


Ability X motivation = potential human performance 


We now have a series of equations as shown by items 1 to 3 of Figure 1-6. 
The scope of organizational behavior is represented by the second equation 
(attitude x situation = motivation). This book will emphasize attitudes and 
how they are affected by situational factors to determine motivation. 

The importance of organizational behavior is shown by the third equation 
(ability X motivation = potential human performance). Organizational behav- 
ior, as represented by the term “motivation,” is one of two factors in the 
equation. Furthermore, organizational behavior plays a part in motivating 
workers to acquire the other factor, ability. Thus organizational behavior is part 
and parcel of the whole equation of potential human performance. 

Human performance has to be mixed with resources such as tools, power, 


and materials to get organizational productivity,2° as indicated by the fourth 


equation; 
Human performance X resources = organizational productivity 


Even in this last equation, the role of organizational behavior is major, 
because it is a significant contributor to “human performance." "Resources, " 0n 
the other hand, relate primarily to economic, material, and technical factors in 
an organization. 


1 Knowledge x skill 7 ability 
2 Attitude X situation 7 motivation 
3 Ability x motivation 7 potential human performance 
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FIGURE 1-7 
The administrative 
System in 
organizational 

vior 
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A systems approach 


A system implies that there are many variables in organizations and that each of 
them affects all the others in a complex relationship. An event that appears to 
affect one individual or one department actually may have significant influences 
elsewhere in the organization. This means that managers in taking actions must 
look beyond the immediate situation in order to.determine effects on the larger 
system. 

AII people in organizations should be concerned with improving organiza- 
tional behavior. The clerk, the machinist, and the manager all work with people 
and thereby influence the behavioral quality of life in an organization. Manag- 
ers, however, tend to have a larger responsibility, because they are the ones 
who make decisions affecting many people throughout an organization, and 
most of their daily activities are people-related. Managers represent the admin- 
istrative system and their role is to use organizational behavior to improve 
people-organization relationships, as shown in Figure 1-7. Managers try to 
build a climate in which people are motivated, work together productively, and 
become more effective persons. 

When organizational behavior is applied with a systems approach, it creates a 
triple reward system in which human, organizational, and social objectives are 
met. People find more satisfaction in work when there is cooperation and 
teamwork: They are learning, growing, and contributing. The organization also 
is more successful, because it operates more effectively. Quality is better and 
costs are less.2! Perhaps the greatest beneficiary of the triple reward system is 
society itself, because it has better products and services, better citizens, and a 
climate of cooperation and progress. There is a three-party win-win-win result 
in which there need not be any losers. 
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Cost-benefit analysis 


PART ] Fundamentals of organizational behavior 


However, negative effects as well as positive effects sometimes result from a 
behavioral action, so it is necessary to make a cost-benefit analysis to determine 
whether an action will produce a net positive or a net negative effect. No longer 
is it sufficient to look at only benefits, because there may be costs in other parts 
of the system. This is illustrated in the following experience of a supervisor: 


In the upholstery department of a furniture factory, a supervisor refused to allow an 
employee to take leave without pay to attend the funeral of a second cousin in a city 
200 miles away. The employee claimed that special family relationships with this 
cousin required her attendance and took two days off without permission. When she 
returned, the supervisor disciplined her by giving her one day off without pay. 
Employees in other departments heard about the incident, and they felt that the 
discipline was unfair; so all plant employees walked off the job in a wildcat strike, 
threatening to remain off the job until the supervisor withdrew her penalty. The 
supervisor had failed to realize that actions in her department could have effects 
beyond that department in the larger factory system. 


The systems approach applies especially to the social system and the idea of 
organizational culture discussed in Chapter 3. 


SUMMARY 


Organizational behavior is the study and application of knowledge about how 
people act in organizations. Key elements are people, structure, technology, 
and the external environment. Previously known as human relations, organiza- 
tional behavior has emerged as an interdisciplinary field of value to managers. 
It builds on a research foundation begun in the 1920s by Mayo and 
Roethlisberger at the Western Electric Company, and draws upon useful ideas 
in the behavioral sciences. 

Fundamental concepts of organizational behavior relate to the nature of 
people (individual differences, a whole person, motivated behavior, and the 
value of the person) and to the nature of organizations (social system and mutual 
interest). The collective result is a holistic view of organizational behavior. 
Managerial actions to attain superordinate goals of interest to both employees 
and organizations are aided by the managers' understanding and use of human 
resources, contingency, productivity, and systems approaches. 


Tema and tret fr ai" 


Organizational behavior Holistic organizational behavior 
hd elements in organizational Human resources approach 
Behavioral science Contingency approach 

Law of Individual Diff Elements of organizational 
Mutuality of interest 
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Discussion quacum! 


1 Define organizational behavior in your own words. Ask a friend or work 
associate to do the same. Identify and explore the nature of any differences 
between the two definitions. 

2 Assume that a friend states, "Organizational behavior is selfish and manip- 
ulative, because it serves only the interests of management." How would you 
respond? 

3 As you trace the early history and evolving nature of organizational behavior, 
why do you think it has become a popular field of interest? 

4 Consider the statement "Organizations need people, and people also need 
organizations." Is this equally true in all types of organizations? Give exam- 
ples where it is, and probably isn't, true. 

5 Review the fundamental concepts that form the basis of organizational behav- 
ior. Which concepts do you think are more important than the others? 
Explain. 

6 Select one of your work associates or friends. Identify the qualities that make 
that person substantially different from you. In what ways are you basically 
similar? Which dominates, the differences or the similarities? 

1 Discuss the major features of the social system in an organization where you 
have worked. In what ways did that social system affect you and your job 
performance (either positively or negatively)? 

8 Review the four approaches to organizational behavior. As you read this 
book, begin keeping a list of the ways in which those themes are reflected in 
each major topic. F 

9 Examine the formulas leading to effective organizational productivity. Which 
of the factors do you think have the greatest potential for making a difference 
between organizations? What can be done to affect the other ones? 


THE TRANSFERRED SALES REPRESENTATIVE 

Harold Burns served as district sales representative for an appliance firm. His 
district covered the central part of a Midwestern state, and it included about 
100 retail outlets. He had been with the company twenty years and in his 
present job and location for five years. During this time he met his district sales 
quota each year. 

One day Burns learned through local friends that the wife of a sales represen- 
tative in another district was in town to try to rent a house. She told the real 
estate agency that her family would be moving there in a few days because her 
husband was replacing Burns. When Burns heard this, he refused to believe it’ 

Two days later, on January 28, he received an airmail letter, postmarked the 
previous day, from the regional sales manager. The letter read: 
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Dear Harold: 

Because of personnel vacancies we are requesting that you move to the Gunning 
District, effective February 1. Mr. George Dowd from the Parsons District will 
replace you. Will you please see that your inventory and property are properly 
transferred to him? 

I know that you will like your new district. Congratulations! 

Sincerely yours, 
(Signature) 


In the same mail he received his twenty-year service pin. The accompanying 
letter from the regional sales manager read: 


Dear Harold: 

I am happy to enclose your twenty-year service pin. You have a long and excellent 
record with the company. We are honored to give you this recognition, and I hope you 
will wear it proudly. 


Our company is proud to have many long-service employees. We want you to know 
that we take a personal interest in your welfare because people like you are the 
backbone of our company. 

Sincerely yours, 
(Signature) 


Harold Burns checked his quarterly sales bulletin and found that sales for the 
Gunning District were running 10 percent below those in his present district. 


Questions 


1 Comment on the events in this case as they relate to organizational behavior. 
2 Was a human resources approach to Burns applied in this instance? Discuss. 


1 J. Watson Wilson, “The Growth of a Company: A Psychological Case Study,” 
Advanced Management Journal, January 1966, p. 43. Entire quotation italicized in 
the da e 

2 Robert H. Guest, "Management Imperatives for the Year 2000,” California Manage- 
ment Review, Summer 1986, p. 63. i ” 

3 For additional discussion, see L. L. Cummings, “Toward Organizational Behavior, 
Academy of Management Review, January 1978, pp. 90-98. ; 

4 For further discussion of the external social system, see William C. Frederick, Keith 
Davis, and James E. Post, Business and Society, 6th ed., New York: McGraw-Hill 
Book Company, 1988. 

5 Lee K. Frankel and Alexander Fleisher, The Human Factor in 1 ndustry, New York: 
The Macmillan Company, 1920, p. 8; and Frank Podmore, Robert Owen, New York: 

s Augustus M. Kelly, 1968. 

Andrew Ure, The Philosophy of Manufactures, London: Charles Knight, 1835. 

7 Frederick W. Taylor, The Principles of Scientific Management, New York: Harper & 
Brothers, 1911. Most of Taylor's insights are supported as being valid in Edwin ^: 
Locke, "The Ideas of Frederick W. Taylor: An Evaluation,” Academy of Manag 
ment Review, January 1982, pp. 14-24. 


8 Lillian Gilbreth, The P sychology of Management, New York: Sturgis and Walton 
Company, 1914. 
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9 Whiting Williams, What's on the Worker's Mind, New York: Charles Scribner's 
Sons, 1920; and Whiting Williams, Mainsprings of Men, New York: Charles 
Scribner's Sons, 1925. More recent, similar studies are Studs Terkel, Working: 
People Talk about What They Do All Day and How They Feel about What They Do, 
New York: Pantheon Books, a division of Random House, 1974; and Robert Schrank, 
Ten Thousand Working Days, Cambridge, Mass.: The MIT Press, 1978. 

10 Elton Mayo, The Human Problems of an Industrial Civilization, Cambridge, Mass.: 
Harvard University Press, 1933; F. J. Roethlisberger and W. J. Dickson, Manage- 
ment and the Worker, Cambridge, Mass.: Harvard University Press, 1939; and F. J. 
Roethlisberger, The Elusive Phenomena: An Autobiographical Account of My Work 
in the Field of Organizational Behavior at the Harvard Business School, Cambridge, 
Mass.: Harvard University Press, 1977. The symposium on the fiftieth anniversary of 
the Western Electric Company, Hawthorne Studies, is reported in Eugene Louis 
Cass and Frederick G. Zimmer (eds.), Man and Work in Society, New York: Van 
Nostrand Reinhold Company, 1975. Recollections of the participants are reported in 
Ronald G. Greenwood, Alfred A. Bolton, and Regina A. Greenwood, "Hawthorne a 
Half Century Later: Relay Assembly Participants Remember," Journal of Manage- 
ment, Fall-Winter 1983, pp. 217-231. The earliest general textbook on human 
relations was Burleigh B. Gardner and David G. Moore, Human Relations in 
Industry, Chicago: Irwin, 1945. 

11 For example, see Alex Carey, "The Hawthorne Studies: A Radical Criticism," 
American Sociological Review, June 1967, pp. 403-416; and Richard Herbert Franke 
and James D. Kaul, "The Hawthorne Experiments: First Statistical Interpretations, " 
American Sociological Review, October 1978, pp. 623-643. 

12 An example of criticism is Malcolm P. McNair, “Thinking Ahead,” Harvard Business 
Review, March-April 1957, pp. 15ff. 

13 The history of organizational behavior was traced by Keith Davis, “Human Rela- 
tions, Industrial Humanism, and Organizational Behavior,” in a presentation to the 
Southern Division of the Academy of Management, Nov. 13, 1986. 

14 Erwin S. Stanton, Reality-Centered People Management, New York: AMACOM, 
1982, pp. 30-35. 

15 The payoff for respect for human dignity is reflected in the statement by former U.S. 
Labor Secretary William E. Brock, in a speech to the 1986 World Congress on 
Human Resources. He said, “Success is going to come to those . . . who put a 
primary emphasis on human values.” Resource, American Society for Personnel 
Administration, October 1986, p. 3. 

16 One author suggests that a dozen different organizational behavior models all assume 
that it is possible to achieve both employee satisfaction and organizational perform- 
ance at the same time through this mutuality of interest. See Barry M. Staw, 
“Organizational Psychology and the Pursuit of the Happy/Productive Worker,” 
California Management Review, Summer 1986, pp. 40-53. 

17 Early emphasis on the human resources approach: to organizational behavior was 
provided in Raymond E. Miles, “Human Relations or Human Resources?” Harvard 
Business Review, July-August 1965, pp. 148-163; it was later presented in his book 
Theories of Management: Implications for Organizational Behavior and Develop- 
ment, New York: McGraw-Hill Book Company, 1975. 

18 For an example, see Fiedler's contingency model of leadership in Chapter 8. Early 
books on contingency management were Donald Hellriegel and John W. Slocum, 
Jr., Management: Contingency Approaches, 2d ed., Reading, Mass.: Addison- 
Wesley, 1978; and John W. Newstrom, William E. Reif, and Robert M. Monczka, A 
Contingency Approach to Management: Readings, New York: McGraw-Hill Book 
Company, 1975. g ’ 

19 Productivity was one among several problems facing General Motors in the late 
1980s, as reported by William J. Hampton and James R. Norman, “General Motors: 
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What Went Wrong,” Business Week, Mar. 16, 1987, pp. 102-110. It is one of the 
four “most heavily researched outcomes” in research on organizational behavior, as 
reported in Mark R. Rosenzweig and Lyman W. Porter (eds.), Annual Review of 
Psychology, Volume 35, 1984, Palo Alto, Calif.: Annual Reviews, Inc., 1984. 
20 Another "resource"—the opportunity to perform work—is discussed in Melvin 
Blumberg and Charles D. Pringle, “The Missing Opportunity in Organizational 
Research: Some Implications for a Theory of Work Performance,” Academy of 
Management Review, October 1982, pp. 560-569. Several of the obstacles to em- 
ployee productivity are presented in Wayne L. Wright, “Overcoming Barriers to 
Productivity,” Personnel Journal, February 1987, pp. 28-34. 
Examples of how companies such as Corning, Kodak, Westinghouse, and Mellon 
Bank have engaged in quality improvement through systematic programs are pre- 
sented in a special supplement called “The Quality Imperative,” Fortune, Sept. 29, 
1986, pp. 61ff. 
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Organizations differ. 


O ne of the authors recently boarded a plane on a winter day in Duluth and 
flew to Phoenix to visit his coauthor. The differences between the two 
geographical areas were easily apparent. One was cold, damp, and windy; the other - 
was warm, dry, and calm. As a matter of fact, the temperature differential between _ 
the two cities on that day was over 100°! | 


The differences between organizations can sometimes be equally extreme. A 
look at the factory rules of Amasa Whitney in Figure 2-1 shows that organiza- 
tions have undergone tremendous changes during the last 160 years. Although 
employers in early days had no systematic program for managing their employ- 
ees, the existing rules still exerted a powerful influence on them. Many of the 
old rules are now out of date, but some are still relevant today (note the current 
trend to create smoke-free work environments, much like rule 11) Some. 
organizations today are experimenting with exciting new ways to attract and 
motivate their workers, as indicated by the introductory quotation. A century _ 
from now, though, people may look back upon these practices and consider 
them outdated, too. This is the price—and the reward—of progress. 

Amasa Whitney's reference to employees as "hands" was a natural reflection 
of the prevailing model of organizational behavior at that time. Employers took 
à narrow economic view that they were purchasing the commodity of labor— 
that is, the skill of the hands of employees. Continuing the holistic view 
presented in Chapter 1, this chapter will present alternative models of organi- 
zational behavior that reflect more progressive approaches. We will see that 
even the words by which one refers to employees (such as “hands,” as con 
trasted to the usage in some organizations of the term “associates” to convey | 
equality) tells a lot about the underlying model in use. 

This chapter builds on fundamental concepts presented in Chapter l by 
showing how all behavioral factors can be combined to develop an effective” 
organization. We discuss the interrelated elements of an organizational behav- 
ior system, present alternative models of organizational behavior, and conclude 
with an overview of Theory Z organizations. 


AN ORGANIZATIONAL BEHAVIOR 
SYSTEM 


Organizations achieve their goals by creating, operating, and communicating | 
an organizational behavior system, as shown in Figure 2-2. Major elements 9' 
this system are introduced on the following pages and presented in de 
throughout the book. These systems exist in every organization, although they - 
have a greater chance of being successful if they have been consciously created 


by drawing upon the constantly growing behavioral science base of knowledge | 
mentioned in the previous chapter. 1 
Si 


FIGURE 2-1 
Factory rules 
in 1830 


Source: Samuel H 
Adams, Sunrise to 
Sunset, New York: 


Random House, Inc., 


1950. 


RULES & REGULATIONS 
To Be Observed ByAll Persons 
Employed In The Factory Of 


FIRST : The Mill will be put into operation 10 
minutes before sunrise at all seasons of the 
year. The gate will be shut 10 minutes past 
sunset from the 20th of March to the 20th of 
September, at 30 minutes past 8 from the 20th 
of September to the 20th of March. Saturdays 


SECOND : It will be required of every person 
employed, that they be in the room in which 
they are employed, at the time mentioned 
above for the mill to be in operation. 


THIRD : Hands are not allowed to leave the 
factory in working hours without the consent 
of their Overseer. If they do, they will be liable 
to have their time set off. 


FOURTH : Anyone who by negligence or mis- 
conduct causes damage to the machinery, or 
impedes the progress of the work, will be 
liable to make good the damage for the same. 


FIFTH : Anyone employed for a certain length 
of time, will be expected to make up their lost. 
time, if required, before they will be entitled 


unless by particular agreement. 


SEVENTH : Anyone wishing to be absent any 
length of time, must get permisison of the 
Overseer. 


ee 
EIGHTH : All who have leave of absence for 
any length of time will be expected to return 
in that time; and, in case they do not return in 


A W 


HI 


do not, they will be considered as one who 


the factory, as it is considered very unsafe, 
and particularly specified in the Insurance. 


TWELFTH : In order ta forward the work, job 
hands will follow the above regulations as well 
as those otherwise employed. 


THIRTEENTH : It is intended that the bell be 
rung 5 minutes before the gate is hoisted, so 
that all persons may be ready to start their 
machines precisely at the time mentioned. 


FOURTEENTH : All persons who cause dam- 
age to the machinery, break glass out of the 
windows, &c., will immediately inform the 
Overseer of the same. 

FIFTEENTH : The hands will take breakfast, 


from the 1st of November to the last of 
March, before going to work—they will take 


and 25 minutes for supper, and no more from 
the time the gate is shut till started again. 


FIGURE 2-2 
An organizational 
behavior system 


Fact premises 
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Communication 


Social 
system 
equilibrium 
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Elements of the system 


An important basis for the system resides in the philosophy and goals of those 
who join together to create it. The philosophy of organizational behavior held 
by a manager derives from both fact and value premises. Fact premises repre- 
sent our descriptive view of how the world behaves, and are drawn from both 
behavioral science research and personal experiences. For example, you would 
not throw an expensive camera from a ten-story building, because you believe 
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Value premises 


Philosophy is 
important. 


FIGURE 2.3 

Selected elements of 
à philosophy 
Statement 


Source: Adapted 

FMC Corporation 

management information 
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‘olicies,” as rt 
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Organizational Dynamics, 
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gravity will pull it downward and crush it against the ground, and you don't 
wish this to happen. Fact premises, then, are acquired through lifelong learn- 
ing and are very useful to guide our behavior.? 

Value premises, on the other hand, represent our view of the desirability of 
certain goals. If you were very unhappy with the camera's performance, then 
you might choose to throw it off the ten-story building. You still accept the fact 
premise of gravity, but now your value premises have changed. As this illustra- 
tion shows, value premises are variable beliefs we hold and are therefore under 
our control. Many organizations have sought to identify and state the values 
they cherish, as shown in the following illustration: 


A group of 800 professional staff in the FMC Corporation were given the goal of 
creating "user satisfaction" with the services they provided to the firm's 28,000 
employees. The key to achieving this goal, however, lay in a four-day meeting that 
produced a statement of philosophy (see Figure 2-3). This clarification of values, 
coupled with other organizational changes and skill-building sessions, resulted in 
dramatic improvements in employee satisfaction and service to clients, with a 50 
percent reduction in turnover of valued employees.* 


People also bring their psychological, social, and economic goals with them 
to an organization, which they express individually and collectively. All these 
different interests come together and are combined into a working social 
system. 

The organizational philosophy and goals are implemented by leadership 
(discussed in Part Three), which has become increasingly participative in 
recent years. Leaders create formal policies, structures, and procedures to help 
attain the goals. They also need to be aware of the informal organization 
(discussed in Part Four) and work with its members to create positive norms. 
Together, the formal and informal organizations provide the "glue" that binds 
the institution into an effective working team. 

Each organization is affected by the other institutions it comes in contact 
with, which constitute its social environment. In Figure 2-2, these institutions 
are shown as separate from the employing institution but may be very much 
involved with it through laws, contracts, and public pressure. For example, 


o We are committed to quality, cost-effectiveness, and technical excellence. 

o People should treat each other with consideration, trust, and respect. 

o Each person is valuable, is unique, and makes a contribution. 

© All employees should be unfailingly committed to excellent performance. 

o Teamwork can, and should, produce far more than the sum of individual efforts. Team 
members must be reliable and committed to the team. 

o Innovation is essential. 

o Open communications are important for attaining success. 

o Decisions should be reached participatiyely. 
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union Local 3146 represents workers in companies A, B, and C. It isa separate 
legal organization but is very much involved in the success of each of the three 
companies. Similarly, local, state, and federal laws create restrictions on orga- 
nizations, and they also must respond to the demands of various public-interest 
groups. This social environment is discussed primarily in Part Five. 

The philosophy, goals, leadership style, and character of the formal and 
informal organizations are communicated to employees so that they will know 
what is expected of them and receive feedback on their performance. These 
influences lead to an operating system that guides employee behavior and lends 
predictability to organizations. A part of this system is the process of appraising 
and rewarding workers for their contributions (Part Two). 


The social system at work 


The operating system in an organization interacts with employee attitudes and 
with specific situational factors to produce a specific motivation for each em- 


or situations—is changed, the motivation will also be different. Because of this 
interaction, leaders need to learn to manage employee motivation con- 
tingently. For example, if a procedure is arbitrarily changed but attitudes and 
the situation remain the same, motivation may change and produce different 


results. The social equilibrium has been upset, and its effects will show up 
sooner or later, 


The result of an effective organizational behavior system is motivation which, 
when combined with employee skills and abilities, results in human productiv- 
ity (as we saw in the formulas in Chapter 1). Successful motivation can get 
above-average performance out of average people. It builds two-way rela- 
tionships that are mutually supportive 


people rather than power over them, and this is consistent with present human 
values regarding how people wish to be treated. 


MODELS OF ORGANIZATIONAL 
BEHAVIOR 


Organizations differ in the quality of organizational behavior that they develop. 
These differences are substantially caused by different models of organizational 
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Why are models 
important? 


FIGURE 2-4 
Four models of 
organizational 


behavior 


Source: The four models of 
organizational behavior 
were originally published 
in Keith Davis, Human 
Relations at Work: The 

ics of Organizational 
Behavior, 3d ed., New 
York: McGraw-Hill Book 
Company, 1967, p. 480 
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behavior that dominate management's thought in each organization. The model 
that a manager holds usually begins with certain assumptions about people and 
leads to certain interpretations of events. Underlying theory, therefore, is an 
unconscious but powerful guide to managerial behavior. Managers tend to act 
as they think. Eventually this means that the underlying model that prevails in 
an organization’s management (especially in the firm’s chief executive officer) 
extends throughout that firm. For this reason, models of organizational behav- 
ior are highly significant. 

We highlight in this chapter a discussion of the following four models: 
autocratic, custodial, supportive, and collegial. (Earlier models, such as those 
of feudalism and slavery, are bypassed.) These four models are summarized in 
Figure 2-4. In the order mentioned, they represent an approximate historical 
evolution in management practice during the last 100 years or more. One 
model tends to dominate a particular time in history, but at the same time each 
of the other models is practiced by some organizations. 

Just as organizations differ among themselves, so practices may vary within 
the departments or branches of one organization. The production department 
may work within a custodial model while the supportive model is being tried in 
the research department. And, of course, the practices of individual managers 
may differ from their organization's prevailing model because of their personal 
preferences or different conditions in their department. The point is that no 
one model of organizational behavior is sufficient to describe all that happens in 
an organization, but it can help distinguish one way of life from another. 


The autocratic model 


The autocratic model has its roots deep in history, and certainly it became the 
prevailing model of the industrial revolution. As shown in Figure 2-4, it 


AUTOCRATIC CUSTODIAL SUPPORTIVE COLLEGIAL 
Basis of Power Economic Leadership Partnership 
model resources 
Managerial Authority Money Support Teamwork 
mployee Obedience ble 
Job perform- Responsi 
md Pri Pg oe 
Employee Dependence Dependence Participation Self-discipline 
psychological on boss on organization 
result 
Subsistence Security Status and Self-actualiza- 
pan met recognition tion 
Performance Minimum Passive Awakened Moderate 
result Gutta” drives enthusiasm 


Autocratic model 
works. 
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depends on power. Those who are in command must have the power to 
demand, “You do this—or else,” meaning that an employee who does not 
follow orders will be penalized. 

In an autocratic environment the managerial orientation is formal, official 
authority. This authority is delegated by right of command over the people to: 
whom it applies. Management believes that it knows what is best and that the 
employee's obligation is to follow orders. It assumes that employees have to be 
directed, persuaded, and pushed into performance, and this is management's 
task. Management does the thinking; the employees obey the orders. This 
conventional view of management leads to tight control of employees at work. 


given by employees. They are willing to give minimum performance—though 
sometimes reluctantly—because they must satisfy subsistence needs for them- 
selves and their families. Some employees give higher performance because of 
internal achievement drives, because they personally like their boss, because | 
the boss is “a natural-born leader,” or because of some other factor; but most of 

them give only minimum performance. l 

The autocratic model is a useful way to accomplish work. It is not a complete 
failure. The picture of the autocratic model just presented has been an extreme 
one, but actually the model exists in all shades of gray from rather dark to rather 
light. This view of work built great railroad systems, operated giant steel mills, | 
and produced the dynamic industrial civilization that developed in the United 
States. It does get results, but usually only moderate results. Its principal 
weakness is its high human costs. 

The autocratic model was an acceptable approach to guide managerial behav- | 
ior when there were no well-known alternatives, and it still can be useful under | 
some conditions (such as organizational crises®), However, the combination of | 
emerging knowledge about the needs of employees and changing societal 
values suggested that there were better ways to manage organizational systems. 


A second step in the ladder of progress was needed, and it was soon forthcom- | 
ing. | 
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An example of the effects of management-induced frustration on the behavior of 
employees occurred in a wood-processing plant. Managers treated workers crudely, 
sometimes even to the point of physical abuse. Since employees could not strike back 
directly for fear of losing their jobs, they found another way to do it. They sym- 
bolically fed their supervisor to a log-shredding machine! They did this by purposely 
destroying good sheets of veneer, which made the supervisor look bad when monthly 
efficiency reports were prepared.® 


It seemed rather obvious to progressive employers that there ought to be 
some way to develop better employee satisfactions and security. If the insec- 
urities, frustrations, and aggressions of employees could be dispelled, they 
might feel more like working. In any case, they would have a better quality of 
work life. 

To satisfy the security needs of employees, a number of companies began 
welfare programs in the 1890s and 1900s. In their worst form these welfare 
programs later became known as paternalism. In the 1930s welfare programs 
evolved into a variety of fringe benefits to provide employee security. Employ- 
ers—and unions and government— began caring for the security needs of 
workers. They were applying a custodial model of organizational behavior. 


Employee security remains a high priority for millions of workers in today's job 
market where lifetime employment is seldom promised to any employee. IBM, 
however, goes out of its way to stabilize its work force and preserve jobs. To avoid 
layoffs, it constantly retrains employees, reduces overtime, freezes hiring, encour- 
ages both job transfers and relocations, provides early retirement incentives, and 
reduces subcontracting to adjust to slowdowns in the computer industry.7 


As shown in Figure 2-4, a successful custodial approach depends on economic 
resources. If an organization does not have the wealth to provide pensions and 
pay other benefits, it cannot follow a custodial approach. The resulting manage- 
rial orientation is toward money to pay wages and benefits. Since employees' 
physical needs are already reasonably met, the employer looks to security 

ivating force. 

is usd ies de leads to employee dependence on the organization. 
Rather than being dependent on their boss for their weekly bread, employees 
now depend on organizations for their security and welfare. Perhaps more 
accurately stated, an organizational dependence is added to a reduced personal 
dependence on the boss. If employees have ten years of seniority under the 
union contract and a good pension program, they cannot afford to quit even if 
the grass looks greener somewhere else! 


exam a program consistent with a custodial environment is the 
"dh of sor la centers at the workplace. At Dominion Bankshares Corpora- 
tion, studies showed that employees had enormous problems arranging for quality 
child care, and this resulted in absenteeism, turnover, and stress problems. The 
company now subsidizes an on-site day-care center, which is filled to capacity. The 
program requires economic resources—$85,000 per year— and creates organiza- 
tional dependence, as illustrated by the employee who said it would take an “awe- 
some” job offer to induce him to leave Dominion.* 
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Employees working in a custodial environment become psychologically pre- 
occupied with their economic rewards and benefits. As a result of their treat- 
ment, they are well maintained, happy, and contented, but they are not 
strongly motivated, so they may give only passive cooperation. The result tends 
to be that they do not produce much more vigorously than under the old 
autocratic approach. 

The custodial model is described in its extreme in order to show its emphasis 
on material rewards, security, and organizational dependence. In actual prac- 
tice, the model has various shades of gray from dark to light. Its great benefit is 
that it brings security and satisfaction to workers, but it does have substantial 
flaws. The most evident flaw is that most employees are not producing any- 
where near their capacities, nor are they motivated to grow to the greater 
capacities of which they are capable. Though employees are happy, most of 
them really do not feel fulfilled or motivated. In confirmation of this condition, 
a series of studies at the University of Michigan in the 1940s and 1950s reported 
that “the happy employee is not necessarily the most productive employee.'? 
Consequently, managers and academic leaders started to ask again, "Is there 
better way?" 

The search for a better way is not a condemnation of the custodial model as a 
whole but rather a condemnation of the assumption that this is "the final 
answer'—the one best way to motivate employees. The error in reasoning 
occurs when people perceive the custodial model as so desirable that there is 
no need to build on it toward something better. A reasonable amount of the 
custodial model is desirable to provide security. It is the foundation for growth 
to the next step. 


The supportive model 


The supportive model of organizational behavior had its origins in the "princi- 
ple of supportive relationships" as stated by Rensis Likert, who said, “The 
leadership and other processes of the organization must be such as to ensure 4 
maximum probability that in all interactions and all relationships with the 
organization each member vill, in the light of his [or her] background, values, 
and expectations, view the experience as supportive and one which builds and 
maintains his [or her] sense of personal worth and importance."!? It is similar 
to the human resources approach to people mentioned in Chapter 1. 

The supportive model depends on leadership instead of power or money: 


Through leadershi : 
and crm in p, management provides a climate to help employees grow 


i ponsibility, develop a drive t0 
ide tide improve themselves if management will give E a chance: 
formance ach than simp is to support the employee's job per 
custodial app Md simply supporting employee benefit payments as in the 


Are theory and 
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Since management supports employees in their work, the psychological 
result is a feeling of participation and task involvement in the organization. 
They may say "we" instead of "they" when referring to their organization. They 
are more strongly motivated than by earlier models because their status and 
recognition needs are better met. Thus they have awakened drives for work. 

Supportive behavior is not the kind of behavior that requires money. Rather, 
it is a part of management's lifestyle at work, reflected in the way that it deals 
with other people. The manager's role is one of helping employees solve their 
problems and accomplish their work. Following is an example of a supportive 
approach. 


Juanita Salinas, a young divorcée with one child, had a record of frequent tardiness 
as an assembler in an electronics plant. Her supervisor, Helen Ferguson, scolded 
her several times about her tardiness, and each time Salinas improved for two or 
three weeks but then lapsed back into her normal habit pattern. At about this time 
Ferguson attended a company training program for supervisors, so she decided to 
try the supportive approach with Salinas. 

The next time Salinas was tardy, Ferguson approached her with concern about 
what might have caused her tardiness. Rather than scolding her, Ferguson showed a 
genuine interest in Salinas's problems, asking, "How can I help?" and "Is there 
anything we can do at the company?" When the discussion focused on delays in 
getting the child ready for school early in the morning, Ferguson arranged for 
Salinas to talk with other mothers of children in the department. When Salinas 
talked about the distance she had to walk to catch a bus, Ferguson worked with the 
personnel department to get her into a dependable car pool. ) 

Although the new car pool undoubtedly helped, an important point was that 
Salinas seemed to appreciate the recognition and concern that was expressed, so she 
was more motivated to come to work on time. She also was more cooperative and 


i ` vident that the supportive approach influenced 
rever rate Bol aa M by-product was that Ferguson's job became easier 
because of Salinas's better performance. 


works well with both employees and managers, and it 
Mrd by managers in the United States. One survey of 
middle managers reported that 90 percent agreed with many of the basic ideas 
of a supportive approach to organizational behavior." Of course, their verbal 
agreement with supportive ideas does not necessarily mean that all of them 
practice those approaches regularly or effectively. The step from theory to 
ractice is a difficult one. Nevertheless, there are more and more reports of 
cott that reap the benefits of a supportive approach, as this example 


illustrates: 


ployees. suggests supportive approach, if practiced consistently in 
profitable sper ea jeverantal that can pay high dividends ae 


firm needs them. 
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The supportive model of organizational behavior tends to be especially 
effective in affluent nations because it awakens employee drives toward a wide 
array of needs. It has less immediate application in the developing nations, 
because their employees' current needs and social conditions are often quite 
different. However, as those needs for material rewards and security become 
satisfied, and as employees become aware of managerial practices in other parts 
of the world, we may also expect employees in those countries to demand a 
more supportive approach. 


The collegial model 


A useful extension of the supportive model is the collegial model. The term 
“collegial” relates to a body of persons having a common purpose. It is a team 
concept. The collegial model especially is useful in research laboratories and 
similar work environments, and gradually it is evolving into other work situa- 
tions as well.!3 

The collegial model is less useful on assembly lines, because the rigid work 
environment makes it difficult to develop there. A contingency relationship 
exists in which the collegial model tends to be more useful with unprogrammed 
work, an intellectual environment, and considerable job freedom. In other 
environments management often finds that other models may be more suc- 
cessful. 

As shown in Figure 2-4, the collegial model depends on management's 
building a feeling of partnership with employees. The result is that employees 
feel needed and useful. They feel that managers are contributing also, so it is 
easy to accept and respect their roles in the organization. Managers are seen as 
joint contributors rather than as bosses. 


din isla of partnerships can be built in many ways. Some organizations have 


use of reserved parking spaces for executives, so eve l has 
; ry employee 
an equal chance of finding one close to the workplace. Some firms have tried to 


annually working in field or factory locations. '4 All of these approaches are designed 


quality. They also feel an obligation t 
credit to their jobs and scary hr 


Effectiveness of 
Current models 
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The psychological result of the collegial approach for the employee is self- 
discipline. Feeling responsible, employees discipline themselves for perform- 
ance on the team in the same way that the members of a football team discipline 
themselves to training standards and the rules of the game. In this kind of 
environment employees normally feel some degree of fulfillment, worthwhile 
contribution, and self-actualization, even though the amount may be modest in 
some situations. This self-actualization will lead to moderate enthusiasm in 
performance. 


The collegial model tends to produce improved results in situations where it is 
appropriate. One study covered scientists in three large research laboratories. 
Laboratories A and B were operated in a relatively traditional hierarchical manner. 
Laboratory C was operated in a more open, participative, collegial manner. There 
were four measures of performance: esteem of fellow scientists, contribution to 
knowledge, sense of personal achievement, and contribution to management objec- 
tives. All four were higher in laboratory C, and the first three were significantly 


higher.!5 


Conclusions about the models 


Several conclusions will now be made about the models of organizational 
behavior. They are, in practice, subject to evolutionary change; they are based 
on incremental values; they are a function of prevailing employee needs; there 
is a trend toward the newer models; and any of the models can be successfully 
applied in some situations. In addition, the models have been modified and 


extended in a variety of ways. 


EVOLVING USAGE Managerial use of these models tends to evolve over time, 

and this is also true on a broader scale for organizations. As our individual or 
collective understanding of human behavior increases or as new social condi- 
tions develop, we move somewhat slowly to newer models.!6 It is a mistake to 
assume that one particular model is a "best" model that will endure for the long 
run, This mistake was made by some managers about both the autocratic model 
and the custodial model, with the result that they became psychologically 
locked into these models and had difficulty altering their practices when 
conditions demanded it. Eventually the supportive model may also fall to 
limited use. There is no one permanently “best” model, because what is best is 
contingent on what is known about human behavior in whatever environment 

i hat time. 

e eae challenge for management is to identify the model it is actually 
using and then assess its current effectiveness. Some observers suggest that this 
self-examination is a difficult task for managers, who tend to profess publicly 
one model (e.g., the supportive or collegial) yet practice another. '7 In effect, a 
manager has two key tasks—to acquire a new set of values as models evolve and 
to learn and apply the behavioral skills that are consistent with those values. 


Human values are 


incremental. 
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The challenge of changing the values and behaviors of intact management teams has 
been successfully addressed by the Norwegian Center for Organizational Learning 
in Oslo.!5 The fifteen top managers from a single institution experience an intense 
week-long simulation of a relevant organizational crisis (e.g., an oil spill in the North 
Sea). Through continual questioning and feedback, the managers discover how their 
colleagues perceive their behavior and its consequences. The rich data provided to 
them create a potent stimulus for reexamination and change of their underlying 
model. 


INCREMENTAL VALUES The human values that result from the models are 
quite different from economic values in an organization. Economics deals with 
the allocation of scarce resources—those that must be given up by someone in 
order for another to have them. For example, if you have automobile A, I 
cannot have it; if you have budget B, those funds are not available to my 
department. Economic values are, therefore, mostly allocative, but human 
values are mostly incremental. These are resources, such as education, that a 
person may receive without the necessity of another person's giving them up. 
Incremental values are self-generated, being created within individuals and 
groups as a result of their attitudes and lifestyles. 


The difference between allocative and incremental values is illustrated by a dollar 
bill and an idea. If Mary has dollar bill L95484272A and she gives it to you, you have 
it and she does not. Either you or she can have it, but not both of you. However, if 
you have an idea and give it to her, both of you have it. What was one unit becomes 
two units; and though she has it, she took nothing of like kind away from you. You 
can give the idea away fifty times, but you do not lose it. All you do is spread it. 


Human values, such as fulfillment and growth, are mostly of this incremental 
type. In order to build job satisfaction in employee A, it is not necessary to take 
it from employee B. In order to build satisfaction in department C, one does 
not have to take it from department D. Likewise, human dignity can be built 
without taking it from anywhere else. 

There are exceptions to the incremental nature of human values because 
many events in an organization are allocative. In the main, however, organiza- 
tional behavior models produce incremental effects. For example, there is 
enough job satisfaction for everybody. In fact, some organizations have 
achieved high cooperation and job satisfaction for nearly every member 
through careful application of the supportive or collegial model. 


RELATION OF MODELS TO HUMAN NEEDS A second conclusion is that the four 
models discussed in this chapter are closely related to human needs. New 
models have been developed to serve the different needs that became impor- 
tant at the time. For example, the custodial model is directed toward the 
satisfaction of employees' security needs. It moves one step above the auto" 
cratic model, which reasonably serves subsistence needs but does not meet 
needs for security. Similarly the supportive model is an effort to meet employ’ 
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ees’ other needs, such as affiliation and esteem, which the custodial model is 
unable to serve. 

A number of people have assumed that emphasis on one model of organiza- 
tional behavior is an automatic rejection of other models, but comparison 
suggests that each model is built upon the accomplishments of the other. For 
example, adoption of a supportive approach does not mean abandonment of 
custodial practices that serve necessary employee security needs. What it does 
mean is that custodial practices are given secondary emphasis, because employ- 
ees have progressed to a condition in which newer needs dominate. In other 
words, the supportive model is the appropriate model to use because subsis- 
tence and security needs are already reasonably met by a suitable structure and 
security system. If a misdirected modern manager should abandon these basic 
organizational needs, the system would move back quickly to seek structure 
and security in order to satisfy these needs for its people. 


INCREASING USE OF SOME MODELS A third conclusion is that the trend toward 
the supportive and collegial models will probably continue. Despite rapid 
advances in computers and management information systems, top managers of 
giant, complex organizations cannot be authoritarian in the traditional sense 
and be effective.!9 Because they cannot know all that is happening in their 
organization, they must learn to depend on other centers of power nearer to 
operating problems. In addition, many employees are not readily motivated 
toward creative and intellectual duties by the autocratic model. Only the newer 
models can offer the satisfaction of their needs for esteem, autonomy, and self- 


actualization. 


CONTINGENT USE OF ALL MODELS A fourth conclusion is that, though one 
model may be most used at any point in time, some appropriate uses will 
remain for other models. Knowledge and skills vary among managers. Role 
expectations of employees differ, depending upon cultural history. Policies and 
ways of life vary among organizations. Perhaps more important, task conditions 
are different. Some jobs may require routine, low-skilled, highly programmed 
work that will be mostly determined by higher authority and will provide 
mostly material rewards and security (autocratic and custodial conditions). 
Other jobs will be unprogrammed and intellectual, requiring teamwork and 
self-motivation. They generally respond best to supportive and collegial ap- 
proaches. Therefore, probably all four models will continue to be used, but the 
more advanced models will have growing use as progress is made. 

In general, each new model of organizational behavior opens up an oppor- 
tunity for a more advanced model to be proposed as an improvement. There is 
no limit to the possibilities. In 1969, for example, Abraham Maslow published a 
Theory Z, which he presented as a fifth model to accompany Davis's four 
models of organizational behavior that were explained earlier in this chapter.?? 
However, Maslow's model is theoretical and philosophical, so it has not been 


Pros and cons of 
Theory Z 


FIGURE 2-5 
Typical features of 
Theory Z 
organizations 
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widely used. A more applied Theory Z, which was published in a national best- 
selling book, Theory Z (1981), is discussed in the next section. 


A hybrid model: Theory Z 


An integrative model of organizational behavior, proposed by William Ouchi, 
provides a useful example of the way in which behavioral prescriptions for 
management must be woven together with the organization's environment. 
The Theory Z model adapts the elements of effective Japanese management 
systems to the U.S. work force.?! The distinguishing features of Theory Z 
companies are listed in Figure 2-5, and these are believed to foster close, 
cooperative, trusting relationships among workers, managers, and other 
groups. The central notion is the creation of an industrial team within a stable 
work environment where employee needs for affiliation, independence, and 
control are met while the organization's needs for high-quality work are satis- 
fied. The first step in this direction is to create and publicize a humanistic 
statement of corporate philosophy, which will guide the firm's policies. Many 
corporate giants, such as Eli Lilly, Rockwell International, and Dayton-Hud- 
son, claim to hold Theory Z values. 


Some of the most visible illustrations of Japanese management practices in action 
have occurred in the automotive assembly plants operated in the U.S. by Toyota, 
Honda, and Nissan. By accenting quality, teamwork, just-in-time production, and 
nonadversarial labor relations, Japanese managers at the Toyota-General Motors 
joint venture in Fremont, California, attained results dramatically different from 
the previous GM operation. Production levels of new autos were attained with one- 
half the previous work force, outstanding grievances dropped from 5000 to 2, and 
absenteeism rates plummeted from 20 percent to under 2 percent. "The Japanese 
philosophy is to make people an important item," concludes the general manager of 
uman resources?? and the evidence seems to support that contention. 


Evaluations of Theory Z approaches suggest that there are both positive and 
negative features. On the positive side, Theory Z organizations have made 2 
commendable attempt to adapt (not transplant) Japanese ideas into their firms. 
Theory Z is also based on a shared concern for multiple employee needs, and it 
clearly typifies the trend toward supportive and collegial approaches by its use 
of consensus-oriented decisions. F urther, there is some evidence that Theory 2 


firms have been, and can be, productive (as seen in the above example at the 
Fremont plant).23 


2 Long-term employment © Control syst uiv ince G 1 
o Nonspecialized careers 5 Consensus decisi ki 
© Individual responsibility 5 Slower rates of promotion 
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Ouchi's Theory Z has not been immune to criticism.24 It has been suggested 
that Theory Z is not new, but merely an extension of earlier theories that 
received less popular acclaim. Other critics have concluded that the research 
supporting its effectiveness is limited. Perhaps the most damaging criticism is 
the idea that Theory Z fails to provide useful (contingency) criteria for helping 
managers decide when to use it and when not to use it. Some firms in volatile 
industries such as electronics have difficulty balancing their desire to provide 
lifetime employment with the need to adjust their work forces to meet market 
demands. Finally, U.S. employees, accustomed to frequent promotions in 
rapid-growth industries, may become frustrated with the much slower rates of 
promotions in Theory Z firms. Despite these initial problems, Ouchi's Theory 
Z model has served a very important function by stimulating many managers to 
examine the nature and probable effectiveness of their current model of organi- 
zational behavior. 


SUMMARY 


Every firm has an organizational behavior system. It includes the stated or 
unstated philosophy and goals, quality of leadership, nature of the formal and 
informal organizations, and the influence of the social environment. These 
items combine in an operating system that interacts with personal attitudes and 
situational factors to produce motivation in employees. 

Four models of organizational behavior are the autocratic, custodial, suppor- 
tive, and collegial models. The supportive and collegial models are more 
consistent with contemporary employee needs and, therefore, will predictably 
obtain more effective results in many situations. Managers need to examine the 
model they are using and determine if it is the most appropriate one. 

Ouchi's Theory Z is a hybrid model that blends elements of successful 
Japanese managerial practice with an assessment of U.S. workers’ needs. It 
focuses heavily on a humanistic philosophy, teamwork, and consensus deci- 
sions. It has, however, been the object of some criticism. 

The idea of organizational behavior models will be extended in Chapter 3, as 
we discuss social systems, roles, and status. Specifically, we will look at the 
creation and impact of organizational cultures, which help employees sense 
what organizational behavior model is in use. 


Organizational behavior system Supportive model 
Fact premises Collegial model 
Value premises Allocative values 
Autocratic model Incremental values 


Custodial model Theory Z 
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1 Distinguish between fact and value premises. What are their implications 
for managers? 

2 Consider an organization where you now work or have worked. What model 
of organizational behavior does (did) your supervisor follow? Is (Was) it the 
same as top management's model? — 

3 Discuss similarities and differences among the four models of organizational 
behavior. 

4 What model of organizational behavior would be most appropriate in each 
of the fllowing situations? (Assume that you must use the kinds of employ- 
ees and supervisors currently available in your local labor market.) 

a Long-distance telephone operators in a very large office 

b Accountants with a small certified professional accounting firm 

€ Food servers in a local restaurant of a prominent fast-food chain 

d Salesclerks in a large discount department store 

€ Circus laborers temporarily employed to work the week that the circus is 
in the city 

5 Discuss why the supportive and collegial models of organizational behavior 
are especially appropriate for use in the more affluent nations. 

6 Interview a supervisor or manager to identify the model of organizational 
behavior that person believes in. Explain why you think that the super- 
visor's or manager’s behavior would or would not reflect those beliefs. 

7 Examine the trends in the models of organizational behavior as they have 
developed over a period of time. Why have the trends moved in this 
direction? 

8 Assume that a friend of yours contends, "The collegial model is obviously 
‘best’ to use with all employees, or it wouldn't have been placed on the right 
side of the figure." How would you respond? 

9 Theory Z appears to be a hybrid model of organizational behavior. Identify 
the ways in which it appears to draw from each of the other models 
presented. 

10 Examine the characteristics of the Theory Z model. Assuming that employ- 
ees had previously been supervised under an autocratic or custodial ap- 
proach, what satisfactions and frustrations do you predict will result for 
them when the Theory Z model is implemented? 


LT nectent: 

eer mos e ETE 

THE NEW PLANT MANAGER 

Toby Butterfield worked his way upward in the Montclair Company until he 
€ assistant plant manager in the Illinois plant. Finally his opportunity for 

à promotion came. The Houston plant was having difficulty meeting its budget 

and production quotas, so he was promoted to plant manager and transferred !? 

the Houston plant with instructions to "straighten it out." 
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Butterfield was ambitious and somewhat power-oriented. He believed that 
the best way to solve problems was to take control, make decisions, and use his 
authority to carry out his decisions. After preliminary study, he issued orders 
for each department to cut its budget 5 percent. A week later he instructed all 
departments to increase production 10 percent by the following month. He 
required several new reports and kept a close watch on operations. At the end 
of the second month he dismissed three supervisors who had failed to meet 
their production quotas. Five other supervisors resigned. Butterfield insisted 
that all rules and budgets should be followed and he allowed no exceptions. 

Butterfield's efforts produced remarkable results. Productivity quickly ex- 
ceeded standard by 7 percent, and within five months the plant was within 
budget. His record was so outstanding that he was promoted to the New York 
home office near the end of his second year. Within a month after he left, 
productivity in the Houston plant collapsed to 15 percent below standard, and 
the budget again was in trouble. 


Questions 
1 Discuss the model of organizational behavior Butterfield used and the kind of 


organizational climate he created. 
2 Discuss why productivity dropped when Butterfield left the Houston plant. 
3 If you were Butterfield's New York manager, what would you tell him about his 


approach? How might he respond? 


THE RAPID CORPORATION LA A y 

The Rapid Corporation is a refrigeration service organization in a large city. It 

has about seventy employees, mostly refrigeration service representatives, For 

many years the company’s policies have been dominated by its president and 

principal owner, Otto Blumberg, who takes pride in being a self-made man. 
Recently Otto and his office manager attended an organizational behavior 

seminar in which the value of a written corpo philosophy pigs was 

n agreed to draft one and compare their efforts. 

no x mp two types of groups. One set of groups should draft policy 
statements for the Rapid More diris based on the autocratic model; the other 
groups should create compara! le statements of philosophy using the supportive 


2 Ask oot of each group (autocratic and supportive) to read their state- 


to the class. Discuss their major differences. Have the class debate the 
ede of, jak statements for guiding the organizational behavior system in a 


firm of this type. 
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tanley Pedalino graduated from the university in the top 10 percent of his 

graduating class. He decided that he needed some manual labor experience 
before entering his chosen profession of marketing, so he went to work as a construc- 
tion laborer for a year. He found that his college education was not valued by the 
other construction workers. Many of them looked down on college graduates, and 
some of them inquired what “a college dude” like Pedalino was doing working as a 
construction laborer. A year later, when Pedalino joined the market research staff of a 
national firm, he found that his education was favorably received. Unlike the con- 
struction crew, the research staff respected education and even encouraged pursuit of 
a master's degree. 


Pedalino never stopped to analyze the situation, but he had experienced two 
social systems, and they had a significant influence on many parts of his job. 
Similarly, many college students have held a variety of part-time and summer 
jobs, and encountered different social systems in each organization. These 
systems reflect the cultural beliefs and values of other individuals surrounding 
the employee, and powerfully influence the way that people work together. In 
this chapter we introduce ideas about a social system, such as social equi- 
librium, the effects of system changes, psychological contracts, and the impact 
of role and status. Then we examine the effects of both societal and organiza- 
tional culture. 


UNDERSTANDING A SOCIAL SYSTEM 


A social system is a complex set of human relationships interacting in many 
ways. Possible interactions are as limitless as the stars in the universe. Each 
small group is a subsystem within larger groups that are subsystems of even 
larger groups, and so on, until the world's population is included. Within a 
single organization, the social system includes all the people in it and their 
relationships to each other and to the outside world. 

It is a complex task to understand the interactions among people in a social 
system. The behavior of any one member can have an impact, directly or 
indirectly, on the behavior of any other. Although these impacts may be large 
or small, all parts of the system are mutually interdependent. Simply stated, a 
change in one part of a system affects all other parts. Furthermore, any social 
system engages in exchanges with its environment, receiving input from it and 
providing input to it. Consequently, members of a system should be aware of 
both their environment and their own impact on other members within the 


system. 


Social equilibrium 

A system is said to be in social equilibrium when there is a dynamic working 
balance among its interdependent parts. Equilibrium is a dynamic concept, not 
a static one. Despite constant movement in every organization, the system's 


Tendency of change 


to cause 


disequilibri 


The effects of change 


Psychological 
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working balance is retained. The system is like a sea in which there is continu- 
ous motion, but the sea's basic character changes very little. 

When minor changes occur in a social system, they are absorbed by adjust- 
ments within the system and equilibrium is retained. On the other hand, many 
changes or a series of rapid changes may throw an organization out of balance, 
seriously reducing its vigor until it can reach a new equilibrium. In a sense, 
when it is in disequilibrium, its parts are working against one another instead of 
in harmony. Here is an example: 


In a South American factory, accidents were high. The six native jefes, or super- 
visors, were not following management's instructions for accident prevention. They 
seemed agreeable but failed to "get the message" of accident prevention; conse- 
quently their employees were careless too. This was disequilibrium, with groups 
working at cross-purposes. 

Finally, management had three-dimensional faces of the six jefes molded and 
colored, with the idea that each week these faces would be arranged into a "totem 
pole" in the order of the weekly safety rank of each department. No jefe wanted to 
be low on the safety totem pole, so the accident problem was quickly corrected. 


Functional and dysfunctional actions 


A change such as the factory totem pole is considered functional when it is 
favorable for the system. When a change creates unfavorable effects (such as 4 
productivity decline) for the system, it is dysfunctional. A major management 
task is to appraise both actual and proposed changes in the social system to 
determine their possible functional or dysfunctional effects, so that appropriate 
responses can be made. 


For example, American business has been sharply criticized for investing too little in 
human resources development. Instead, managers have emphasized the attainment 
of short-term profits.? In essence, decisions that appear to be functional for an 


organization in the short run may undermine its capacity to survive and prosper in 
the long run. 


Psychological and economic contracts 


When employees join an organization, they make an unwritten psychological 
contract with it, although generally they are not conscious of doing so. AS 
ox ico pe bia pede is in addition to the economic contract : 
» hours, and working conditions. The hological contract defines the 
conditions of each employee's iai D idvemmt with the social sy* 
tem. Employees agree to give a certain amount of work and loyalty, but a 
return they demand more than economic rewards from the system. They see 
security, treatment as human beings, rewarding relationships with people. and 
support in fulfilling expectations. 
If the organization honors only the economic contract and not the psycholog 
cal contract, employees tend to have low job satisfaction and performan? 


47 CHAPTER 3 Social systems and organizational culture 


because their expectations are not met. On the other hand, if both their 
psychological and economic expectations are met, they tend to be satisfied, stay 
with the organization, and become high performers. 


Observers have criticized the absence of effective psychological contracting by the 
military forces in their recruitment and placement programs.* The problem is 
twofold—young men and women often approach their service with vague job 
expectations and unrealistic views of military life, while recruiters under pressure to 
fill quotas lack the time and data necessary to-match people to jobs. Both sides need 
to clarify their expectations with the aid of skilled counselors before an effective 


psychological contract can be created. 


As shown in Figure 3-1, an employer responds in a similar way to the 
economic and psychological contract that it sees. It expects responses such as 
high performance and cooperation. When these results occur, an employee is 
retained and may earn a promotion. However, if cooperation and performance 
do not meet expectations, corrective action and even separation may occur. 


SOCIAL CULTURE 


Whenever people act in accordance with the expectations of others, their 
behavior is social, as in the case of an employee we will call Maria. Like all 
other workers, Maria grows to be an adult in a social culture, which is her 
environment of human-created beliefs, customs, knowledge, and practices. 


FIGURE 3-1 
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Culture is the conventional behavior of her society, and it influences all her 
actions even though it seldom enters her conscious thoughts. Maria drives to 
work on the right or left side of the road, depending on the culture of her 
society, but she seldom consciously stops to think of this. The car she drives, 
the drama she attends, and the organization that employs her are evidence of 
her social culture. Some of the important ways in which culture affects work are 
discussed in the following paragraphs. 


Cultural change 


People learn to depend on their culture. It gives them stability and security, 
because they can understand what is happening in their community and know 
how to respond. However, two types of cultural change may confront employ- 
ees. One involves a move to a new location and its culture, the other a gradual 
change in their existing environment. Employees need to learn to adapt to both 
situations in order to avoid possible negative consequences. 


NEW CULTURE Companies frequently transfer employees between different 
cities for new job assignments. The employees who move to new job locations 
often experience various degrees of cultural shock, which is a feeling of confu- 
sion, insecurity, and anxiety caused by a strange new environment. They are 
concerned about not knowing how to act and about losing their self-confidence 
when the wrong responses are made. 

A cultural change does not have to be dramatic to cause some degree of 
shock. For example, when an employee moves from a small town to the Boston 
or Chicago home office, both the employee and family are likely to suffer 
cultural shock. A similar shock may occur when a Boston or Chicago employee 
is transferred to a small town in an isolated rural area. The whole family may 
not know what to do with their time or how to act and dress. 

Cultural shock is even greater when there is a move from one nation t? 
another, especially if the language is different. For unprepared employees, the 
environment can appear to be chaos. They become disoriented, retreat into 
isolation, and want to return home on the next airplane. But a different culture 
is not behavioral chaos; it is a systematic structure of behavioral patterns 
probably as systematic as the culture in the employee's home country. It can be 
understood if employees have receptive attitudes and receive advance prepar* 
tion. But it is different, and these differences are a strain on newcomers 
regardless of their adaptability. Some areas of cultural differences both at wo 
and away from work are shown in Figure 3-2. 


The failure rate of expatriate managers (those sent to work in forei tries) hes 

ign coun 

been estimated at between 25 and 40 percent. Each failure may cost the employer ” 

much as $85,000, and the costs to the employee in lost self-confidence, fami 

difhcule, ind reduced esteem among peers is inestimable. The answer to 

Sac in cultural adaptation may lie in two areas: better selection of c 
international assignments on the basis of factors other than just technical comP™ 
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FIGURE 3-2 
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tence, and improved orientation and training of the employees and their families 
long in advance of their transfer.5 


CULTURAL EVOLUTION A second type of cultural change occurs when the 
environment around an employee evolves to a different form. Even though 
employees have remained in the same location, the changing culture may have 
dramatic effects on them. Examples of such changes are evolving moral values, 
technological advances, or changes in the composition of the work force. Alert 
employees will monitor these changes and attempt to adapt to the emerging 
culture around them. 


An example of evolutionary change is the trend toward a service economy in the 
United States.9 The majority of labor hours are now employed in service industries, 
such as retailing, banking, insurance, and education. The United States was the first 
major country to shift from an agricultural to an industrial base and on to a service 
economy in just one century. The computer revolution of the 1980s and 1990s is 
magnifying the pace of this change and increasing the difficulties of employee 


adjustment to cultural change. 


Another example of cultural evolution has been the rapid emergence of dual- 
career couples, in which each spouse in a relationship has a separate career. As 
many as 75 percent of married couples will have both individuals working by 
the 1990s, according to some estimates.? As a result of the two careers, both the 
couple and the employer are required to adapt to new conditions. An advantage 
to employers is that they now have a larger labor market to draw from and a 
greater array of skills available to choose from. However, geographical transfers 
of an employee often have become especially difficult. Since both spouses hold 
jobs, one may want to accept the transfer while the other does not. Conse- 
quently, a substantial minority of dual-career couples turn down transfers when 


they are offered. 


Some organizations have begun to offer help in the form of spouse employment 
assistance . Some of the options include making direct employment con- 
tacts for the spouse, hiring the spouse at the new job site, offering job-seeking aid in 
résumé preparation and interview skills, fee payment at employment agencies, or 
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financial support for a job-finding trip to the new locale. Under these conditions, the 
dual-career couple generally is more willing to accept the transfer. 


The work ethic 


For many years the culture of much of the Western world has emphasized work 
as a desirable and fulfilling activity. This attitude also is strong in parts of Asia, 
such as Japan. The result is a work ethic for many people, meaning that they 
view work as a central life interest and a desirable goal in life. They tend to like 
work and derive satisfaction from it. They usually have a stronger commitment 
to the organization and its goals than do other employees. These characteristics 
of the work ethic make it highly appealing to employers. 


ORIGINS OF THE WORK ETHIC The work ethic has its origins in both religious 
and secular values. The Calvinists during the Protestant Reformation, and later 
the Puritans in the United States, strongly supported the work ethic. Because 
of its religious origins, it has been called the “Protestant ethic,” although it is 
held by people of various religions. The religious view of the work ethic is that 
work is an act of service to God and to other people because it builds a better 
society to help fulfill God's plan. Human talents have been given to people by 
their Maker for the purpose of use, so-hard work and lack of waste become 
moral obligations. Studies in various organizations confirm that employees who 
have the work ethic usually feel a moral commitment about the ethic rather 
than viewing it as a rational, businesslike choice.9 

The secular origins of the work ethic probably arose from the hard necessities 
of pioneer life. People had to work hard to stay alive, and therefore they found 
reason to glorify work. It was a central fact of their environment. It also was the 
only way they could possibly improve their standard of living, so they viewed it 
as a desired ideal whereby each generation could contribute something to the 
generations that were to follow. 


An interesting example of the impact of the work ethic emerged in the results of ? 
survey of lottery winners. Over 60 percent of the million-dollar winners continu 
working, and nearly 90 percent of all winners kept their jobs. Most of those 
surveyed, concluded the researcher, showed "strong adherence to the work ethic. 


^. mi id REN the satisfactions they derived from them, were strong 


TRENDS IN THE WORK ETHIC The work ethic often is a subject of controversy: 
Some observers claim it is healthy, some contend that it is declining, and others 
suggest that it is dead or should be laid to rest. The available research indicates 
that there M wide variations across groups. The proportion of employees wit 

a work ethic varies sharply among sample groups, depending on factors such # 
personal background, type of work, and geographical location. The ratio ° 


employees in different jobs who report that work is a central life interest m 
range from 15 to 85 percent. 
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In addition to differences among groups, the general level of the work ethic 
also has declined gradually since the 1930s. The decline is mostly evident in the 
different attitudes between younger and older workers. Predictably, since their 
backgrounds differ sharply, younger employees are not as supportive of the 
work ethic. This is shown in studies such as the following: 


College students are surveyed annually by the research firm of Yankelovich, Skelly, 
and White, Inc. In the mid-1960s over 70 percent believed that “hard work always 
pays off.” A decade later, only 40 percent held that view.!° What will the figure be 
by the year 2000? 


Dramatic social changes in the latter half of the twentieth century have 
brought about the work ethic’s decline. Competing social values have emerged, 
such as a leisure ethic, desire for closer personal relationships, and a belief in 
being entitled to rewards without work. In addition, changes in social policy 
and tax laws have reduced incentives to work and occasionally even penalized 
hard work and success. These represent additional illustrations of complex 
social relationships in action, and they show how an employee's work ethic is 
contingent on factors in the larger social system. 


An example is the underground coal-mining industry. Interviews with managers 
reveal that miners are productive when three conditions exist: a feeling of certainty 
at work, some competition between crews or shifts, and conditions that seem to 
make time pass quickly.!! When management creates these conditions, the workers 
mine coal safely and continuously. This study suggests that the work ethic will 
emerge if a proper social context is created. 


Social responsibility 

From the 1950s through the 1970s, new cultural values arose out of an 
awareness of the interdependence of organizations, society, and the environ- 
ment. People began to realize that organizational actions passed costs to the 
external society along with their benefits, and there was a strong drive to 
improve this cost-benefit relationship. In this way, society could receive addi- 
tional net benefits from organizations, and these benefits would be more fairly 
distributed. 

These new values generally go by the name of social responsibility, social 
responsiveness, or social involvement. Social responsibility is the recognition 
that organizations have significant influence on the social system and that this 
influence must be properly considered and balanced in all organizational ac- 
tions. It simply means that organizations must function as part of a larger social 
system because they are, in fact, a part of that system. : 

These social values apply to all organizations, whether they are involved in 
business, labor, government, or some other activity. Each affects society in 
both positive and negative ways. For example, the employment policy of a 
construction company may discriminate against women, handicapped employ- 
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ees, or other groups. The labor-union strike of the municipal transit agency 
may inconvenience thousands of commuters, reduce attendance ai schools, 
increase consumption of scarce energy, and so on. And when a naval ship 
dumps its wastes into the sea, marine life may be harmed. The essential 
philosophy of social responsibility is, "We are all part of one social system, and 
we all live together on one planet. We must act according to those facts." 


One bit of evidence that organizations have increasingly become more socially 
responsible lies in the area of corporate philanthropy. Both as a product of their own 
social values and in response to the sharp budget cutbacks in federal spending for 
social causes, corporations across the country donate several billion dollars annually 
to various programs such as the American Red Cross, Boy Scouts, and Public 
Broadcasting Service. The newest thrust is to manage these donations strategically, 
by setting objectives, establishing special staffs, and tieing the level of their financial 
support to the extra revenue received.!? As a result, both the organization and 
society are winners. 


A SOCIOECONOMIC MODEL Most organizations in the past, whether they were 
business or government, made their decisions on the basis of economic analysis 
and technical factors. The new emphasis on social responsiveness has led to 
socioeconomic model of decision making in which social costs and benefits are 
considered along with the traditional economic and technical values in decision 
making. Organizations are developing a broader outlook of the social system 
and its interdependence. They are learning to be more human and to operate 
more in harmony with the earth's environment. They are being socially respon- 
sive. 

The effect on leaders of business, labor unions, and government has been to 
operate with a more holistic view of organizational behavior and other areas of 
management. Executives are increasingly aware that they must monitor an 
manage their social responsibilities. 


Figure 3-3 presents a chart of a chemical company's responsiveness to the social 
system. It was meeting expectations reasonably well in pay, fringe benefits, and 
working conditions. It was showing social responsibility. 

On the other hand, it was being less responsive in some other areas, because large 
gaps existed between social expectations and company practices. For example, it 
employment practices had some elements of discrimination, even though mu 
improvement had been made. Consumer protection in the use of its products had 
been largely ignored, and it was polluting the environment unnecessarily in ? 


number of ways. Its to 
Gus ieu? " lerine relations also were poorly developed. It needs 


ROLE 


D is the pattern of actions expected of a person in activities involving 
others. Role reflects a person's position in the social system, with its accom" 
panying rights and obligations, power and responsibility. In order to be able '? 
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interact with each other, people need some way to anticipate others' behavior. 
Role performs this function in the social system. 

A person has roles both on the job and away from it, as shown in Figure 3-4. 
One person performs the occupational role of worker, the family role of parent, 
the social role of club president, and many others. In those various roles, a 
person is both buyer and seller, supervisor and subordinate, and giver and 
seeker of advice. Each role calls for different types of behavior. Within the 
work environment alone, a worker may have more than one role, such as a 
worker in group A, a subordinate to supervisor B, a machinist, a member of a 
union, and a representative on the safety committee. 


Role perceptions 

Activities of managers and workers alike are guided by their role perceptions, 
that is, how they think they are supposed to act in their own roles and how 
others should act in their roles. Since managers perform many different roles, 
they must be highly adaptive (exhibiting role flexibility) in order to change from 
one role to another quickly. Supervisors especially need to change roles rapidly 
as they work with subordinates and superiors and with technical and non- 
technical activities. 

When two people such as a manager and an employee interact, each one 
needs to understand at least three role perceptions, as shown in Figure 3-5. For 
a manager, the three roles are as follows (three similar roles exist for the 
employee): First there is the manager's role as required by the job being 
performed. Then there is the role of the employee being contacted. Finally 
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there is the manager's role as seen by the employee. Obviously one cannot 
meet the needs of others unless one can perceive what they expect. 


A study of 887 industrial managers examined (1) their own role expectations, (2) their 
perceptions of their superiors' expectations for them, and (3) their superiors’ actual 
expectations for them.!3 The results indicated that the subjective differences in role 
expectations within the managers (comparing perceptions 1 to 2) was more strongly 
related to their job dissatisfaction, low confidence in higher management, and job- 
related stress than other comparisons. However, since only moderate overall differ- 
ences in role expectations between managers and their superiors were found, the 
researchers speculated that managers rather quickly adapt their own perceptions to 


AS This illustrates again the need to accurately perceive the surrounding work 
tuation. 


Mentors 


Where can employees get information regarding their work-related roles, $0 
that they will have accurate role perceptions? In addition to traditional sources 
of information such as job descriptions and orientation sessions, many organiza" 
tions have formal or informal men : 
who guides another employee by sharing valuable advice on roles to play and 
behaviors to avoid. Some organizations actually assign protégés to various 
mentors; other firms simply allow employees to seek out their own role models: 
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Mentors are usually older, successful themselves, respected by their peers (and 
therefore influential), and willing to commit time and energy to help another 
person move up the corporate ladder. Mentors are often not the employee s 
direct supervisor, and therefore can provide additional support to aid an 
employee's career progress. 

Several problems can arise in mentoring programs, however.!* Some men- 
tors are more effective role models than others, or simply more interested in 
being good mentors. In other cases, a mentor might assign to a protégé routine 
tasks that don't substantially aid the employee's development. In addition, a 
protégé's career might be stifled abruptly if the mentor leaves the organization. 
For these and other reasons, common practice is to have more than one mentor 
for each protégé, which provides multiple inputs to the employee's role per- 
ceptions. Nevertheless, attempts to establish mentor relationships sometimes 
fail, as in the following example: 


In an office, Kenneth Benton, an older employee, tried to play the role of adviser 
and helper with a new employee, Ben Grossman. Grossman misinterpreted Ben- 
ton's initiatives and felt that he was being "bossed" by someone who had no right to 
give him orders. Rebuffed as a mentor, Benton later refused to share his insights 
with Grossman, even when asked. 


Role conflict 


When others have different perceptions or expectations of a person's role, that 
person tends to experience role conflict, because it is difficult to meet one set of 
expectations without rejecting another. A company president faced role con- 
flict, for example, when she learned that both the controller and the personnel 
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director wanted her to allocate the new organizational planning function to 
their departments. 


Role conflict at work is fairly common. A national sample of wage and salary workers 
reported that 48 percent experienced role conflict from time to time and 15 percent 
said that role conflict was a frequent and serious problem. 15 Role conflict was most 
difficult for employees with many job contacts outside the organization, that is, with 
boundary roles. They found that their external roles placed different demands on 
their jobs than their internal roles, so role conflict resulted. When people were 
classified according to the number of their outside job contacts, those with few 
aig had the least role conflict and those with frequent contacts had the most 
conflict. 


Role ambiguity 


When roles are inadequately defined or are substantially unknown, role ambi- 
guity exists, because people are not sure how they should act in situations of 
this type. When role cohflict and ambiguity exist, job satisfaction and organiza- 
tional commitment will likely decline. On the other hand, employees tend to 
be more satisfied with their jobs when their roles are clearly defined by job 
descriptions and statements of performance expectations. A better understand- 
ing of roles helps people know what others expect of them and how they should 


act. If any role misunderstanding exists when people interact, then problems 
are likely to occur. 


For example, a factory employee, Bryce Bailey, was a union steward. He came to his 
supervisor, Shelly Parrish, for guidance on a work problem. Parrish thought Bailey 
was approaching in his role as union steward and was trying to challenge her 
authority. Because of the misunderstood roles, the two people were not able to 
communicate, and the problem remained unsolved. 


STATUS 


Status is the social rank of a person in a group. It is a mark of the amount of 
recognition, honor, and acceptance given to a person. Within groups, differ- 
ences in status apparently have been recognized ever since civilization began. 
Wherever people gather into groups, status distinctions are likely to arise: 
because they enable people to affirm the different characteristics and abilities ol 
pate east ul 

In are together in status systems, or status hierarchies, 
which define their rank relative to others in ? dh If they become seriously 
upset over their status, they are said to feel status anxiety. 

Loss of status, sometimes called “losing face” or status deprivation. ws 
serious event for a typical person. People, therefore, become quite responsible 
in order to protect and develop their status. One of management's pioneer? 
Chester Barnard, stated, "The desire for improvement of status and especially 
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the desire to protect status appears to be the basis of a sense of general 
responsibility. "16 

Since status is important to people, they will work hard to earn it. If it can be 
tied to actions that further the company's goals, then employees are strongly 
motivated to support their company. 


A laundry manager formerly gave negative attention and reprimands (low status) to 
workers whom he found idle, even when they had finished their work and were 
waiting for more from another operator. He wanted them to help other operators, 
but he found that his approach simply caused them to work more slowly. Upon 
reexamining his approach, he decided to try to build the status of his "idle" employ- 
ees who finished their work ahead of others. 

He visited with them in a friendly way as he walked through his shop. He 
permitted them to go to any other workstation to talk and visit or to get soft drinks 
for themselves or others. The slow workers began to work faster to achieve this 
status, and the fast workers improved in order to preserve their relative position. As 
the fast workers visited other workstations, they developed friendships and did 
much informal training and helping of the slow workers. The manager later com- 
mented, "I am amazed by the changed attitudes of the workers and their increased 


productivity." 
Status relationships 


High-status people within a group usually have more power and influence than 
those with low status. They also receive more privileges from their group and 
tend to participate more in group activities. They interact more with their 
peers than with those of lower rank. Basically, high status gives people an 
opportunity to play a more important role in an organization. As a result, lower- 
status members tend to feel isolated from the mainstream and to show more 
stress symptoms than higher-ranked members. 

In a work organization, status provides a system by which people can relate 
to each other as they work. Without it, they would tend to be confused and 
spend much of their time trying to learn how to work together. Though status 
can be abused, normally it is beneficial because it helps people cooperate with 


one another. 


Status symbols 


The status system reaches its ultimate end with status symbols. These are the 
visible, external things that attach to a person or workplace and serve as 
evidence of social rank. They exist in the office, shop, warehouse, refinery, or 
wherever work groups congregate. They are most in evidence among different 
levels of managers, because each successive level usually has the authority to 
provide itself with surroundings just a little different from those of people lower 


in the structure. 


As shown in Figure 3-6, there are a variety of symbols of status, depending on what 
employees feel is important. For example, in one office the type of wastebasket is a 


FIGURE 3-6 
Major sources of 
status on the job 
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mark of distinction. In another, significant symbols are type of desk and telephones. 
In the executive offices, such items of rank as rugs, bookcases, curtains, and pictures 
on the wall are important. 

Another symbol of much significance is a corner office, because these offices are 
larger and have windows on two sides. There may even be distinctions between an 
office with windows and one with no windows. Outside the office, the truck driver 
who operates the newest or largest truck has a symbol of status. d 

The clothes people wear at work are also symbols of status. A coat and tie implies 
higher status than slacks and a sport shirt in most situations. For an airline pilot, the 
uniform is a symbol of status. The job title, such as senior pilot or captain, also i$ 
important. 


All this concern for symbols of status may seem amusing, but status symbols 
are a serious matter. They may endanger job satisfaction because employees 
who do not have a certain symbol, and think they should, can become preot- 
cupied with that need. When, for example, an employee gives unreasonable 
attention to status symbols, there is evidence of status anxiety, and this re 
quires management attention. p 

Many organizations have a policy that persons of ual rank in the sam 
department should receive approximately equal eae srtabols. There may be 


fully. Managers have the power to influence and control status relationship 


FIGURE 3-7 
Typical symbols of 
S 
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Sources of status 


The sources of status are numerous, but in a typical work situation several 
sources are easily identified. As shown in Figure 3-7, education and job level 
are two important sources of higher status. A person’s abilities, job skills, and 
type of work also are major sources of status. 

Other sources of status are amount of pay, seniority, and age. Pay gives 
economic recognition and an opportunity to have more of the amenities of life, 
such as travel. Seniority and age often earn for their holder certain privileges, 
such as first choice of vacation dates. Method of pay (hourly versus salary) and 
working conditions also provide important status distinctions, such as dis- 
tinguishing blue-collar and white-collar work. 


Significance of Status 


Status is significant to organizational behavior in several ways. When employ- 
ees are consumed by the desire for status, it often is the source of employee 
problems and conflicts that management needs to solve. It influences the kinds 
of transfers that employees will take, because they don’t want a low-status 
location or job assignment. It helps to determine who will be informal leader of 
a group, and it definitely serves to motivate those seeking to advance in the 
organization. Some people are status seekers, wanting a job of high status 
regardless of other working conditions. These people can be encouraged to 
qualify themselves for high-status jobs so that they will feel rewarded. 


Perhaps surprisingly, those persons who already have high economic status are 
unlikely to flaunt it. A poll of chief executives of small, medium, and large firms 
showed that most do not have chauffeurs, private planes, tailor-made suits, 
bodyguards, or long vacations. '7 Further, their office status does not carry much 
weight at home, either. They often shop at discount stores, help their spouses with 
grocery shopping, and do chores around their homes. 


Furniture, such as a mahogany desk or having a conference table 

o Interior decorations, such as carpeting, draperies, and artwork 

n Location of workplace, such as a corner office or window with a view 
o Facilities at workplace, such as a computer terminal 

o Quality and newness of equipment used, such as a new vehicle or tools 


o Type of clothes normally worn, such as a suit 
o Privileges given, such as a club membership or company automobile 


o Job title or organizational level, such as vice president 

o Employees assigned, such as a private secretary 

o Degree of financial discretion, such as authorizing up to $5000 expenditures 
o Organizational membership, such as sitting on the Executive Committee 


e 


Shared beliefs 
and values 
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Having status in one context clearly does not imply that the same person will 
have it in another situation. It is not necessarily transferable, but must be 
earned or acquired in each situation. 


ORGANIZATIONAL CULTURE 


So far we have suggested that organizational behavior occurs in a complex social 
system. Employee behavior (B), according to social psychologist Kurt Lewin, is 
a function of the interaction between personal characteristics (P) and the 
environment (E) around the person, or B = f{P,E). Part of that environment is 
the social culture, which provides broad clues as to how a person with a given 
background will behave. More specifically in the workplace, though, employee 
actions are affected by the roles assigned to them and the status level accorded 
to them. 

Inside the organization, however, lies another powerful force for determin- 
ing individual and group behavior. Organizational culture, occasionally called 
organizational climate, is the set of assumptions, beliefs, values, and norms that 
is shared among its members. It provides the human environment in which 
employees perform their jobs.!9 A culture may exist across an entire organiza- 
tion, or it may refer to the environment within a single division, branch, plant, 
or department. This idea of organizational culture is somewhat intangible, for 
we cannot see it or touch it, but it is present and pervasive. Like the air in à 
room, it surrounds and affects everything that happens in an organization. 
Because it is a dynamic systems concept, culture is also affected by almost 
everything that occurs within an organization. 


Characteristics of cultures 


Organizations, like fingerprints and snowflakes, are always unique. Each has its 
own history, patterns of communication, systems and procedures, statements 
of philosophy, stories and myths which, in their totality, constitute its culture. 
Some organizations are fast-paced; others have an easygoing atmosphere. Some 
are warm and friendly; others are seemingly cold and sterile. Over time, an 
organization's culture becomes known to both employees and the public. The 
culture then becomes perpetuated, because an organization tends to attract am 
retain people who fit its values and beliefs. Just as people may choose to move 
to a certain geographic region on the basis of its characteristics (such 4 
temperature, humidity, and rainfall), employees also will gravitate toward the 
organizational culture they prefer as a work environment. 


Firms in the computer industry, ? - p sa's Silicon 
Valley, provide an excellent ectration © 2 eT, Hawa of Lac wii 
there, certainly the generally pleasant weather conditions are attractive incentive 


through their “laid-back” atmosphere. Professional employees can work odd hours» 
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Cultural features 


Culture clash 
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come to the job in very informal dress, exercise their creativity with great freedom, 
and yet they know that only intense effort can provide the breakthroughs necessary 
to stay one step ahead of the competition. In a nutshell, the cultures of Silicon Valley 
firms often suggest that the employees should both “work hard and play hard." 


Several other dimensions of cultures are important to note. Their elements 
are generally consistent with each other (in other words, they fit together like 
pieces of a puzzle). Also, most members at least accept, if not embrace, the 
assumptions and values of the culture. Employees seldom talk explicitly about 
the. culture in which they work (although this began to change when the 
popularity of cultures skyrocketed in the 1980s). Most cultures evolve directly 
from the examples set by top management, who have a powerful influence on 
their employees.?? Finally, cultures can be characterized as relatively "strong" 
or "weak," depending largely on the degree of their impact on employee 
behavior. 

Research evidence indicates that there is a positive relationship between 
certain organizational cultures and performance. In a survey of over 43,000 
employees in 34 companies, one researcher concluded, "The cultural and 
behavioral characteristics of organizations have a measurable effect on a com- 
pany's performance. ”?! Just as yeast is the critical ingredient in baking bread, a 
"culture of productivity" is an essential element in organizational success. 


Corporate mergers and hostile takeovers became almost everyday occurrences in 
the 1980s. Unfortunately, in the rush to acquire firms with complementary product 
lines or rich resources, some analysts focused too heavily on financial and technical 
considerations. As a consequence, executives woefully underestimated the task of 
blending together conflicting cultures. The result of naively assuming that one 
company's culture can be easily imposed on another often results in culture clash— 
the initial incompatibility of two ways of operating.?? Examples of major mergers 
that required integration of cultures include IBM's acquisition of Rolm, Northwest 
Airline's acquisition of Republic, and General Motors' purchase of Electronic Data 


Systems. 


Measuring culture 


It is not easy to systematically measure and compare cultures, but it is impor- 
tant to try. Most early attempts relied on examination of stories, symbols, 
rituals, and ceremonies to obtain clues. Others have used interviews and open- 
ended questionnaires in an attempt to assess.employee values and beliefs. In 
other cases, examination of corporate philosophy statements has provided 
insight into the espoused culture (the beliefs and values that the organization 
states publicly). Another approach is to survey employees directly and seek 


their perceptions of the organization's culture. 


Two researchers have developed a quantitative instrument that focuses on four 
dimensions of culture: short-term task support, long-term task innovation, social 
relationships with a short time frame, and personal freedom over a longer time 
period.?? Respondents assess both the current culture and the desired one, with the 


FIGURE 3-8 
Illustration of a 
culture-gap profile 


Source: Adapted from 
Ralph H. Kilmann and 


Mary J. Saxton, Kilmann- 


Saxton Culture-Gap 
Survey, Pittsburgh, Pa.: 
Organizational 


Design 
Consultants, Inc., 1983. 
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Short-term task support 


Long-term task innovation 


Social relationships with a 
short time frame 


Personal freedom over a 
longer time period 


1 2 3 4 5 6 T 


Culture gap* (desired level minus current level) 


*Higher culture-gap numbers (such as 4, 5, 6, or 7) indicate a substantial difference 
between what exists and what is desired. Lower numbers indicate a lesser problem. 


— 


differences indicating some potential "culture gaps" (see Figure 3-8). When ipi 
cant gaps appear among a group of employees, the existing norms are then analyze 
and discussed for possible changes. 


Communicating culture 


If organizations are to consciously create and manage their cultures, they must 
be able to communicate them to employees, especially the newly hired ones. 
Individuals are generally more willing to adapt themselves to an organizational 
culture during the early months of their employment when they want to please 
others, be accepted, and learn about their new work environment. Similarly. 
organizations are anxious to have the new employees fit in, and therefore an 
approach that helps make this happen is used by many firms. 

Socialization is the continuous process of transmitting key elements of an 
organization's culture to its employees.™ It consists of both formal methods 
(such as military 
the role modeling provided by mentors) for shapin the attitudes, thoughts: 
and behavior of employees. Viewed rok es oon perspective, 50 
cialization is like placing an organization's fingerprints on people. From the 
employee's viewpoint, it is the essential process of "learning the ropes t° 
survive and prosper within the firm. 


Individualization 


Multiple dimensions 


FIGURE 3-9 

Four combinations of 
Socialization and 
individualization 
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A reciprocal process occurs in the other direction. Employees can also have 
an active impact on the nature of the organization's culture and operations. 
Individualization occurs when employees successfully exert influence on the 
social system around them at work. The interaction between socialization and 
individualization is portrayed in Figure 3-9, which shows the types of employ- 
ees who accept or reject an organization's norms and values, while exerting 
various degrees of influence.?5 If we assume that the culture of a certain 
organization invites its employees to challenge, question, and experiment 
while also not being too disruptive, then the "creative individualist" can infuse 
new life and ideas for the organization's benefit. The two extremes—rebellion 
and total conformity—may prove dysfunctional for the organization (and the 
individual's career!) in the long run. 


Organizational cultures have been discussed and researched for several decades. 
For example, Rensis Likert developed a classic assessment instrument that focused 
on several features of an organization: leadership, motivation, communication, 
interaction influence, decision making, goal setting, and control.26 Based on the 
respondents' perceptions, he characterized a firm's culture as System 1, 2, 3, or 4, 
ranging from those that were highly structured and autocratic (1) to those with a 
more participative and human-oriented culture (4). Consistent with the supportive 
and collegial models of organizational behavior introduced in Chapter 2, Likert 


j—— 
norms) 
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concluded that a higher level of performance and greater job satisfaction would 
follow from the System 4 culture. 


SUMMARY 


When people join a work group, they become part of that organization's social 
system. It is the medium by which they relate to the world of work. The 
variables in an organizational system operate in a working balance called social 
equilibrium. Individuals make a psychological contract that defines their per- 
sonal relationship with the system. When they contribute to the organization's 
success, we call their behavior functional. 

The broad environment that people live in is their social culture, and a major 
change in it can lead to cultural shock. Important cultural influences include 
the work ethic and corporate attitudes toward social responsibility. 

Role is the pattern of action expected of a person in activities involving 
others. Related ideas are role perception, mentors, role conflict, and role 
ambiguity. Status is the social rank of a person in a group, and it leads to status 
systems and possibly status anxiety. Status symbols are sought as if they were 
magical herbs, because they often provide external evidence of status for their 
possessors. 

Organizational cultures reflect the assumptions and values that guide a firm. 
They are intangible, but powerful influences on employee behavior. Partici- 
pants learn about their organization's culture through the process of socializa- 
tion, and influence it through individualization. 


Social equilibrium Role conflict 
Functional and dysfunctional effects Role ambiguity 
Psychological contract Status 

Social culture Status anxiety 
Cultural shock Status symbols 
Dual-career couples Organizational culture 
The work ethic Socialization 

T responsibility Individualization 


Discussion’ quta toa! " 


1 What psychological contract do you feel is present in this course? Describe 
its key features. 


2 Discuss a time when you experienced some degree of cultural shock. Per 
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haps it was a situation in which you did not know how to behave, or you were 
surprised by the behavior of others. How did you react? How do you wish 
you had reacted? 

3 A management specialist recently commented about the work ethic, saying, 
"You can discover if you personally have a work ethic if you think more about 
the salary you make than about the quality of the product you make (or 
service provided)." Comment. 

4 What does social responsibility mean to you? Does it apply to people as well 
as institutions? Describe three acts of social responsibility that you have 
seen, or performed, in the last month. 

5 Describe a situation in which you have experienced role conflict or role 
ambiguity. What caused it? How are the two ideas related, and how are they 
different? 

6 Interview a manager to discover what that person believes to be the five most 
important status symbols in the work situation. 

1 Describe the organizational culture that seems to exist in your class. What 
are some of the implicit or explicit norms, values, and assumptions? 

8 Reflect back on your first few days in college, or in a part-time or summer 
job. In what ways were you socialized? How did you feel about what was 
happening to you? 

9 Now look at the reciprocal process of individualization. In what ways did you 
make an impact on the college? 


LIBERTY CONSTRUCTION COMPANY 

Liberty Construction Company is a small company in Colorado. Over half its 

revenue is derived from the installation of underground water and power lines, 

so much of its work is seasonal and there is high turnover among its employees. 
Michael Federico, a college student, had been employed by Liberty as a 

backhoe operator for the last three summers. On his return to work for the 


fourth summer, Federico was assigned the second newest of the company's five 
backhoes. The owner reasoned that Federico had nine months of work se- 
niority, so according to strict seniority he should have the second backhoe. This 
action required the present operator of the backhoe, Pedro Alvarez, a regular 
had been with the company seven months, to be reassigned to 
lvarez was strongly dissatisfied with this; he felt that as a 
regular employee he should have retained the newer machine instead of having 
to give it to a temporary employee. The other employees soon fell into two 
camps, one supporting Alvarez and one supporting Federico. Job conflicts 
arose, and each group seemed to delight in causing work problems for the other 
group. In less than a month Alvarez left the company. 


employee who 
an older machine. A 


Discuss this case in terms of the social system, equilibrium, the psychological contract, 


role, status, and status symbols. 


PART | Fundamentals of organizational behavior 


ROLE PERCEPTIONS OF STUDENTS AND INSTRUCTORS 

Consider yourself as the subordinate in this class, with the instructor as your 

"manager." 

1 (Work individually.) In the student-instructor relationship in this class, identify: 

a Your perception of your student roles 

b Your perception of the instructor's roles 

c Your perception of the instructor's perception of your roles as a student (At the 
same time, the instructor should be identifying his or her perception of the 
instructor's roles, the instructor's perception of the students' roles, and the instruc- 
tor's perception of the students' perceptions of his or her roles.) 

2 Meeting in small groups of students, combine your ideas into collective statements of 
perceptions. 

3 Report your group's perceptions to the class on all three factors. Request that the 
instructor share his or her perceptions with the class. 

4 Using Figure 3-5 as a guide, explore the areas of agreement and disagreement 
between the class and the instructor. Identify the implications for possible role 
conflict and role ambiguity. What action steps could be taken at this time to reduce 
such problems? 
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Hollywood movie company was filming a movie near a small Western town, 

The script involved some narrow-gauge-railway scenes; and a local resi- - 
dent, regularly a railroad engineer, had been selected as engineer of the narrow: 
gauge train. He was very proud of his assignment. One evening when both the 
Hollywood visitors and the engineer were in a local bar, the engineer walked over to 
the director of the movie company and asked, “John, how did I do with those train 
scenes today?” 


The director, in a good mood, gave his most favorable Hollywood response, “Joe, 
you are doing one hell of a job.” 


Joe, not understanding the favorable meaning of this colloquialism, took it asa 


criticism and was immediately ruffled, replying, “Oh, I don't know about that. You _ 
couldn’t do any better.” 


The director, still trying to communicate (but in terms of his own frame of 
reference), said, "That's what I said, Joe. You are doing one hell of a job.” 

At this point Joe became angry and an argument broke out, with Joe vowing that | 
he wouldn't be talked to that way in front of friends. Eventually it was necessary to — 
separate the two men to prevent a fight. $i 


Whether one is working for a Hollywood movie company, a manufacturing oF 
service firm, or the federal government, communication is an ever-present 
activity because it is the means by which people relate to one another. Commu- — 
nication is as necessary to an organization as the bloodstream is to a person. Just 
as people may develop arteriosclerosis, a hardening of the arteries that impairs ` 
their efficiency by restricting the flow of blood and the nutrients it carries, $0 
may an organization develop similar problems with its information arteries. The 
result is the same—unnecessarily reduced efficiency. And just like in the 
medical ailment, preventing the problem may be easier than trying to find a 
cure. 

The opening quote by the president of the Scandinavian Airlines System 
(SAS) highlights the importance of managerial communication. Because com- 
munication is so significant, we introduce it here before talking about many 
other topics in organizational behavior. 


| 
information and understanding from one — 


way of reaching others with ideas, facts; — 
values. It is a bridge of meaning among people so ] 


COMMUNICATION FUNDAMENTALS 
Communication is the transfer of 


when one thinks of a person lost on an island calling for help when there is n0 
tionship is not so obvious to man 
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who send out bulletins to employees. They tend to think that when their 
bulletins are sent, they have communicated, but transmission of the message is 
only a beginning. A manager may send a hundred bulletins, but there is no 
communication until each bulletin is received, read, and understood. Commu- 
nication is what the receiver understands, not what the sender says. 


Importance of communication 


Organizations cannot exist without communication. If there is no communica- 
tion, employees cannot know what their coworkers are doing, management 
cannot receive information inputs, and supervisors cannot give instructions. 
Coordination of work is impossible, and the organization will collapse for lack of 
it. Cooperation also becomes impossible, because people cannot communicate 
their needs and feelings to others. We can say with confidence that every act of 
communication influences the organization in some way. 

When communication is effective, it tends to encourage better performance 
and job satisfaction.? People understand their jobs better and feel more in- 
volved in them. In some instances they even will make sacrifices of long- 
established privileges because they see that a sacrifice is necessary. 


Management in one firm persuaded production employees to bring their own coffee 
and have coffee breaks at their machines instead of taking a regular time-lost coffee 
break in the cafeteria. The company dealt directly and frankly. It presented to 
employee group meetings a chart of electricity use for the plant showing how power 
use was less than half of normal for fifteen minutes before and after coffee break, 
plus the normal production loss during the break. The company made a sound case 
for the fact that this long period of inactivity and partial activity prevented profitable 
operation. The power-use charts were convincing, and employees readily accepted 


the new coffee-break policy. 


The positive response of those employees supports one of the basic proposi- 
tions of organizational behavior—that open communication is generally better 
than restricted communication. In effect, if employees know the problems an 
organization is facing and hear what managers are trying to do, they will usually 
respond favorably. 

It would be easy to focus solely on communication with employees and 
ignore the needs of managers, but that would be a limited view. Management's 
role is critical, for managers not only initiate communications but also pass 
them on to and interpret them for employees. Just as a photograph can be no 
clearer than the negative from which it is printed, managers cannot transmit a 
message more clearly than their own understanding of it. 

Managers need timely, useful information to make sound decisions. Inade- 
quate or poor data can affect a broad area of performance because the scope of 
managerial influence is quite wide. Very simply, managerial decisions affect 
many people and many activities. 
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* Assuming a 10 percent loss from barriers at each level. 


FIGURE 4-1 

In a long 
chain-of-command 
communication to or 
from employees, 
most communication 
loss tends to be 
within the 
management group. 


Eight steps in 
the process 


In addition, most of the links in the communication chain, from top to bottom 
and bottom to top, are in the management group. Figure 4-1 shows how à 
communication chain from an employee to the president has four management 
links and only one employee link. Since each link affords an opportunity for loss 
of information content, the greater proportion of loss tends to be within 
management when the communication chain is long,* 


Figure 4-1 shows how most of the communication loss tends to be within manage, 

. ment. If we take the six levels shown in the figure and assume a 10 percent loss 0 
information each time a communication is transmitted, then more than three 
fourths of an upward or downward message loss is within management. n 
downward message, the loss is 34 units out of 100 sent; the message loss upward is3 
units. If management communication does not work well, then employee comm" 
nication is not likely to work well either. 


The two-way communication process 


= two-way communication process is the method by which a sender reaches? 
receiver with a message.5 It requires eight steps whether the two parties ta 


use hand signals, or employ some other means of communication. The steps *® 
shown in Figure 4-2. 


DEVELOP AN IDEA Step 1 is to develop an idea that the sender wishes fy 
transmit. This is the key step, because unless there is a worthwhile message: 
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the other steps are somewhat useless. This step is represented by the sign, 
sometimes seen on office or factory walls, that reads, “Be sure brain is engaged 
before putting mouth in gear.” 


ENCODE Step 2 is to encode the idea into suitable words, charts, or other 
symbols for transmission. At this point the sender determines the method of 
transmission so that the words and symbols may be organized in suitable 
fashion for the type of transmission. For example, back-and-forth conversation 
usually is not organized the same way as a written memorandum. 


TRANSMIT When the message finally is developed, step 3 is to transmit it by 
the method chosen, such as by memo, phone call, or personal visit. Senders 
also choose certain channels, such as bypassing or not bypassing the superin- 
tendent, and they communicate with careful timing. Today may not be the 
right day to talk to one’s manager about that pay raise. Senders also try to keep 
their communication channel free of barriers, or interference, as shown in 
Figure 4-2, so that their messages have a chance to reach receivers and hold 
their attention. In interviewing, for example, freedom from distraction is 


desirable. 


RECEIVE Transmission allows another person to receive a message, which is 
step 4. In this step the initiative transfers to receivers, who tune to receive the 
message. If it is oral, they need to be good listeners, as will be discussed 
shortly. If the receiver does not function, the message is lost. 


DECODE Step 5 is to decode the message so that it can be understood. The 
sender wants the receiver to understand the message exactly as it was sent. For 
example, if the sender transmits the equivalent of a square and the decoding 
step produces a circle, then a message has been sent but not much understand- 


ing has taken place. 
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Understanding can occur only in a receiver's mind. A communicator may 
make others listen, but there is no way to make them understand. The receiver 
alone chooses whether to understand or not. Many employers overlook this 
when giving instructions or explanations. They think that telling someone is 
sufficient, but the communication cannot proceed until there is understanding. — 
This is known as “getting through” to a person. 


The encoding-decoding sequence is somewhat like the activity involved when the old 
London Bridge was moved to the United States. The bridge could not be moved in 
one piece, so it had to be disassembled stone by stone, with each stone marked as to — 
its proper location. This was similar to the action of a sender who has an idea and 
encodes (dismantles) it into a series of words, each marked by location and other 
means to guide the receiver. In order to move the idea (transmit it), the sender 
needs to take it apart by putting it into words. The reassembly of the bridge stone by 
stone in the United States was similar to the action of a receiver who takes words 
received and mentally reassembles them into whole ideas. 


ACCEPT Once the receivers have obtained and decoded a message, they have 
the opportunity to accept or reject it, which is step 6. Senders, of course, 

like receivers to accept their communications in the manner intended so that 
activities can progress as planned. Acceptance, however, is a matter of choice 
and degree, such that the receiver has considerable control over whether or not 
to embrace all the message or just parts of it. Some factors affecting the 
acceptance decision revolve around perceptions of the message’s accuracy, the 
authority of the sender, and the behavioral implications for the receiver. 


| 


USE Step 7 in the communication process is for the receiver to use the 
information. The receiver may discard it, perform the task as directed, store | 
the information for the future, or do something else. This is a critical action l 
step, and the receiver is largely in control of what to do. { 
i 
PROVIDE FEEDBACK When the receiver acknowledges the message and re- — 
sponds to the sender, feedback has occurred. Feedback completes the commu? 
nication loop, because there is a message flow from sender to receiver and | 
to the sender as shown by the feedback arrow at the bottom of Figure 4-2. 


Two-way communication is illustrated by the popular s; of tennis and one of il 
star players, Steffi Graff. As she serves the ball, she sah tell herself, “Mu nest 
shot will be an overhead volley into the backcourt.” Her next shot, to be effective 
must depend on where and how her opponent returns the serve. Steffi und 4| 
has an overall strategy for the match, but each of her shots must be contingent | 
ME each ak e ue iem spin, and placement. Unless she Fer 
tennis is not effective that day. to her opponent's game, she will find l 


Two-way communication, made possible by feedback, has a back-and-forth 
pattern similar to that observed in watching tennis from courtside. In / 


communication, the speaker sends a message and the receiver's responses 
come back to the speaker. The result is a developing play-by-play situation » 
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which the speaker can (and should) adjust the next message to fit the previous 
responses of the receiver. Senders need feedback—the final step—because it 
tells them whether the message was received, decoded properly, accepted, and 
used. When this two-way communication occurs, both parties are more satis- 
fied, frustration is prevented, and work accuracy is much improved. 


Potential problems 


Two-way communication is not exclusively beneficial. It also can cause difficul- 
ties. Two people may strongly disagree about some item but not realize it until 
they establish two-way communication. When they expose their different 
viewpoints, they may become even more polarized, but at least two-way 
communication has helped them understand the nature of their differences. 

Another difficulty that may occur is cognitive dissonance. This is the internal 
conflict and anxiety that occurs when people receive information incompatible 
with their value systems, prior decisions, or other information they may have. 
Since people do not feel comfortable with dissonance, they try to remove or 
reduce it. Perhaps they will try to obtain new communication inputs, change 
their interpretation of the inputs, reverse their decision, or change their 
values. They may even refuse to believe the dissonant input, or they may 
rationalize it out of the way. 

Senders always need to communicate with care, because communication is a 
potent form of self-revelation to others. Not only do we disclose something 
about ourselves when we speak, but others are judging us at the same time.9 
This pressure in two-way communication can cause problems, as this research 


study found: 


Many people have had the experience of saying something that they wished they had 
not. Although these "regrettable messages" are often unintended, they usually 
produce a face-threatening situation for either the sender, receiver, or both.7 As a 
result, they typically contribute additional stress to a relationship or even cause it to 
deteriorate. Regrettable messages include several types, such as outright blunders, 
personal attacks, stereotyped slurs, sarcastic criticism, or harmful information. 


Communication barriers 

Even when the receiver receives the message and makes a genuine effort to 
decode it, there are a number of interferences that may limit the receiver's 
understanding. These obstacles act as barriers to communication, and they may 
entirely prevent a communication, filter part of it out, or give it incorrect 
meaning. Three types of barriers are personal, physical, and semantic. 


PERSONAL BARRIERS Personal barriers are communication interferences that 
arise from human emotions, values, and poor listening habits. They are a 
common occurrence in work situations. We all have experienced how our 
personal feelings can limit our communications with other people, and these 
situations happen at work just as they do in private life. 
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Personal barriers often involve a psychological distance—a feeling of being 
emotionally separated—between people that is similar to actual physical dis- 
tance. For example, Marsha talks down to Janet, who resents this attitude, and 
this resentment separates them. 

Our emotions act as filters in nearly all our communications. We see and hear 
what we are emotionally "tuned" to see and hear, so communication cannot be 
separated from our personality. We communicate our interpretation of reality 
instead of reality itself. Someone has said, “No matter what you say a thing is, it 
isn't," meaning that the sender is merely giving an emotionally filtered percep- 
tion of it. Under these conditions, when the sender's and receiver's perceptions 
are reasonably close together, their communication will be more effective. 


PHYSICAL BARRIERS Physical barriers are communication interferences that 
occur in the environment in which the communication takes place. A typical 
physical barrier is a sudden distracting noise that temporarily drowns out a 
voice message. Other physical barriers include distances between people, 
walls, or static that interferes with radio messages. People frequently recognize 
when physical interference occurs and try to compensate for it. 

For example, physical barriers can be converted to positive forces through 
ecological control, in which the surroundings are altered by the sender so as to 
influence the receiver's feelings and behavior. Moderate tidiness, open desk 
placement, a reasonable amount of status symbols, plants, and wall decorations 
may all affect a visitor's perceptions. Consider how ecological control operates 
in this situation: 


When visitors came to her office, Carmen Valencia used to sit rigidly behind her 
desk, leaving the other person somewhat distant on the other side of the desk. This 
arrangement created a psychological distance and clearly established her as the 
leader and superior in the interaction. Then she rearranged her office so that 4 
visitor sat beside her on the same side of her desk. This suggested more recep. 
tiveness and equality of interaction with visitors. It also had the advantage of 
providing a work area on her desk for mutual examination of work documents: 
When she wished to establish a more informal relationship, particularly with subor- 
dinates, she came around to the front of the desk and sat in a chair near the 
employee. 


SEMANTIC BARRIERS Semantics is the science of meaning, as contrasted with 
Phonetics, the science of sounds. Nearly all communication is symbolic; that is, 
it is achieved using symbols (words, pictures, and actions) that suggest certain 
meanings. These symbols are merely a map that describes a territory, but they 
re not the real territory itself; hence they must be decoded and interpreted bY 
receiver. Before we introduce the ver, an 
additional form of barrier deserves rth Bom, he 
Semantic barriers arise from limitations in the symbols with which W° 
communicate. Symbols usually have a variety of meanings, and we have to 
choose one meaning from many. Sometimes we choose the wrong meaning à? 
misunderstanding occurs. An illustration is the railroad engineer at the begi" 
ning of this chapter. He misunderstood what the slang phrase "hell of a job 
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Fact vs. inference 


FIGURE 4-3 
Example of the 
multiple meanings 
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Source: Webster's Third 
New International 
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meant, so he became emotional. In this instance a semantic barrier also led to 
an emotional barrier, and further communication was blocked. 

Whenever we interpret a symbol on the basis of our assumptions, not facts, 
we are making an inference. Inferences are an essential part of most commu- 
nication. We cannot avoid them by waiting until all communication is factual 
before accepting it. However, since inferences can give a wrong signal, we 
need always to be aware of them and to appraise them carefully. When doubts 
arise, more information can be sought. 


Communication symbols 


worps Words are the main communication symbol used on the job. Many 
employees spend more than 50 percent of their time in some form of word 
communication. A major difficulty occurs, however, since nearly every com- 
mon word has several meanings. Multiple meanings are necessary because we 
are trying to talk about an infinitely complex world while using only a limited 
number of words. 


The variety of word meanings often is surprising. A standard library dictionary 
reports 110 different meanings for the popular word “round.” Many of the meanings 
are entirely different, as shown by six examples in Figure 4-3. A study of a larger 


The word “round” has 110 different meanings: 

Adjective: 23 Noun: 42 Verb: 16 Preposition: 13 Adverb: 16 
Which way did you last use it in conversation? 
Did the listener know what you meant? 


“Shaped like a ball “Complete; full; “A hind leg 
ls as, a round dozen" of beef” 


O00000 
O00000 


“A circling path "A knot of people” 
or course” 


“Cylindrical object” 
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dictionary, the Oxford Dictionary, reports an average of twenty-eight separate 
meanings for each of the 500 most-used words in the English language.5 No wonder 
we have trouble communicating with each other! 


If words really have no single meaning, how can managers make sense with 
them in communicating with employees? The answer lies in context, which is 
the environment surrounding the use of a word. For example, using the term 
"dummy" to describe another in an argument at the office may be derogatory, 
but its use to refer to the person serving as dummy in a social game of bridge is 
acceptable. We need to surround key words with the context of other words 
and symbols until their meanings are narrowed to fairly certain limits and 
potential confusion is minimized. Consequently, effective communicators are 
idea-centered rather than just word-centered. They know that words do not 
provide meaning, but people do. 

Context provides meaning to words partially through the cues people receive 
from their social environment, such as friends and coworkers. Social cues are 
the positive or negative bits of information that influence how people react to a 
communication. Examples of social cues are job titles, patterns of dress, and 
the historical use of words in a particular region of the country or ethnic group. 
Our susceptibility to being influenced by these cues varies, depending on the 
credibility of the source, our past exposure to the item, the ambiguity of the 
cue, and individual differences.9 It is always important for us to be aware of 
social cues, because use of language with inadequate context creates a semantic 
smog. Like a real smog, it irritates our senses and interferes with the accuracy 
of our perceptions. 

Since the meaning of words is difficult to impart even with the use of context, 
a reasonable assumption is that if these symbols can be simplified, the receiver 
will understand them more easily. Further, if symbols of the type that receivers 
prefer are used, the receivers will be even more receptive. This is the logic 
behind the idea of readability, which is the process of making writing and 
speech more understandable. Readability was popularized by Rudolf Flesch 
and others, who developed formulas that can be applied to magazines, bul- 
letins, speeches, and other communications in order to judge their level o 


readability, 10 


Figure 4-4 offers some guides for more readable writing according to the Flesch 
formula. Then it applies these guides to show how the complex writing in the original 
paragraph can be made more simple in the second one. When you write your next 
report for a class, check it before submitting it to see if you have successfully 
practiced the ideas in Figure 4-4. 


Much organizational literature that is sent to employees or to customers i5 
more difficult than standard levels of readability. Employee handbooks, annual 
reports to stockholders, advertisements, and collective-bargaining contracts 
consistently rate “difficult” and “very difficult," beyond the level of satisfactory 
reading for typical adults. This has become even worse with the apparent trend 


FIGURE 4-4 
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Guidelines and an 
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Source: Adapted from 
ingease: The Key to 

Understanding, Employee 

Relations Staff, General 

Motors Corporation, n.d. 
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GUIDELINES TO READABLE WRITING 

a Use simple words and phrases, such as "improve" instead of “ameliorate” and "like" instead 
of “in a manner similar to that of.” 

o Use short and familiar words, such as “darken” instead of “obfuscate.” 

o Use personal pronouns, such as “you” and "them," if the style permits. 

o Use illustrations, examples, and charts. These techniques are even better when they are 
tied to the reader's experiences. 

o Use short sentences and paragraphs. Big words and thick reports may look impressive to 
people, but the communicator's job is to inform people, not impress them. 

o Use active verbs, such as "The manager said . . ." rather than “It was said by the manager 
Sheth s * 

o Use only necessary words. For example, in the sentence "Bad weather conditions prevented 
my trip," the word "conditions" is unnecessary. Say, "Bad weather prevented my trip." 


AN EXAMPLE 


Original paragraph 

There is a remote possibility that in the future there may be somewhat more jobs available. It 
is estimated that quite a lot of the improvement may be attributed to some of the more 
important industries and trades which normally become increasingly more active with the 
onset of warmer weather. In other words, it will be due mainly to the seasonal factors that 
always cause the overall basis of the rise and fall in the nation's economic activity, and even 
though there has been no noticeable strengthening of basic conditions, the general business 
situation is by far considerably better than most of the pessimistic economic forecasters have 
expected. According to extensive records compiled by the Bureau of Labor Statistics, the 
unemployment total in April was substantially below the 4% million mark reached during 
March and the recent trend of applicants for jobless benefits suggests that the total of national 
unemployment is possibly now somewhat below 3 million employable persons who are 


available for work. 

164 words 

Flesch readability rating: very difficult. 
Revised paragraph 


job picture looks brighter. Many of our industries increase production at this time of the 
kge Buren of € Statistics reports that national unemployment dropped from 4% 


million in March to less than 3 million in April. 
39 words 
Flesch readability rating: fairly easy to standard. 


E —— 


toward substituting complex phrases for simple ideas, such as calling a 
bathroom plunger a “hydroforve blast cup,” and the progression from “tax hike 
to “revenue enhancement” to “tax base erosion control!” Since the main 
purpose of communication is to be understood, there is a clear need to consider 
the needs of receivers and adapt our use of words to their level. 
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PICTURES A second type of symbol is the picture. Pictures are used to clarify 
word communication, which is their use in Figure 4-3. Organizations make 
extensive use of pictures, such as blueprints, progress charts, maps, visual aids 
in training programs, scale models of products, and similar devices. Pictures 
can provide powerful visual images, as suggested by the proverb "A picture is 
worth a thousand words." To be most effective, however, pictures should be 
combined with well-chosen words and actions to tell a complete story. 


One organization, Lake Superior Paper Industries, planned to build a state-of-the- 
art paper mill. Because of the complexity of the technology involved, the $400 
million construction cost, and the serious impact of any delays in the mill's construc- 
tion, the company decided to build a three-dimensional room-sized model of the 
entire building and its contents. Company officials claimed that this one "picture," 
created at a cost of over $1 million, saved them many times that amount by letting 
designers and construction personnel see precisely where layout problems would 
occur before costly conflicts actually arose. 


ACTION (NONVERBAL COMMUNICATION) A third type of communication sym- 
bol is action, also known as nonverbal communication. Often people forget that 
what they do is a means of communication to the extent that it is interpreted by 
others. For example, a handshake and a smile have meaning, A raise in pay or 
being late for an appointment also has meaning. 

Two significant points about action sometimes are overlooked. One point is 
that failure to act is an important way of communicating. A manager who fails to 
praise an employee for a job well done or fails to provide promised resources is 
sending a message to that person. Since we send messages both by action and 
inaction, we communicate almost all the time at work, regardless of our 
intentions. 

A second point is that action speaks louder than words in the long run- 

Managers who say one thing but do another will soon find that their employees 
“listen” mostly to what they do. When there is a difference between what 
someone says and does, we call that a communication credibility gap. The 
following illustration shows how a large credibility gap can result in a loss 0 
confidence in a person. 


Willie Beacon, the zone manager of a sales office, emphasized the idea that he 
depended upon his employees to help him do a good job because, as he stated it 
"You salespeople are the ones in direct contact with the customer, and you get much 
Mene information and many useful suggestions.” In most of his sales meetings he 
posta he always welcomed employees’ ideas and suggestions. But here is how he 
i UN words into action. In those same sales meetings the schedule was °° 
tight that hl time Qd te pep talk there was no time for anyone to preset’ 
because res à i ion during 

talk be dained this a teh idi lorate an interruption 
If a salesperson tried to present a suggestion in Willie’s office, Willie usuall 
ies with, Fine, I'm glad you brought in your suggestion." Before long, however: 

ld direct the conversation to some subject on his mind, or would have to 
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Mat FW eae  e but it won't work." The eventual result was that he 
rece no suggestions. His actions s louder than his words. Hi: ibili 
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An important part of nonverbal communication is body language, by which 
people communicate meaning to others with their bodies in interpersonal 
interaction. Body language is an important supplement to verbal communica- 
tion in most parts of the world. 

The face and the hands are especially important sources of body language in 
work situations. Examples are eye contact, eye movement, smiles and frowns, 
touching, and a furrowed brow. In one instance a manager frowned when an 
employee brought a suggestion, and the employee interpreted the frown as a 
rejection when in fact it was a headache. In another instance a smile at an 
inappropriate time was interpreted as a derisive sneer, and an argument 
erupted. Other types of body language are closeness, hip movements, and 
breathing rate. 


DOWNWARD COMMUNICATION 


Communication downward in an organization means that flow is from higher to 
lower authority. This usually is considered to be from management as a group 
to first-level employees, but much of it also is within the various levels of 
management (refer to Figure 4-1). Unfortunately, even with the help of elabo- 
rate techniques and skilled staff assistance, management has done a poor job on 
many occasions. Colorful booklets, expensive multimedia presentations, and 
elaborately planned employee meetings often fail to achieve employee under- 
standing. The key to better communication lies not just in color, action, and 
electronic aids, but in more human-oriented managers who are sensitive to 
human needs, prepare carefully, and anticipate problems. 


Prerequisites and problems 


Part of management's failure has been that it has not prepared for effective 
communication. It has failed to lay a good foundation, so its communication 
“house” has been built upon sand. There are four cornerstones that act as 
prerequisites to a solid approach. First, managers need to develop a positive 
communication attitude. They must convince themselves that communication 
is an important part of their jobs, as research on managerial responsibilities 
convincingly shows. Second, managers must continually work to get informed. 
They need to seek out relevant information of interest to employees, share it, 
and help employees feel informed. Third, managers need to consciously plan 
for communication, and do this at the beginning of a course of action. Finally, 
developing trust between senders and receivers is important in all communica- 
tion. If subordinates do not trust their superiors, they are not as likely to listen 


or to believe management's messages. 
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Consider the case of two employees from the same firm who were told by their 
manager not to discuss pay with each other, because the other one might be unhappy 
to learn of having a lower salary. Later, at a New Year's eve party, they started 
talking with each other about their salaries and soon discovered that they were 
earning exactly the same amount. How much will they trust their manager in the 
future? 


COMMUNICATION OVERLOAD Managers sometimes operate with the philoso- 
phy that "more communication is better communication." They give employ- 
ees enormous amounts of information until employees find that they are 
overwhelmed with data, but understanding is not improved. What happens isa 
communication overload, in which employees receive more communication 
inputs than they can process or than they need.!! The key to better commu- 
nication is quality, not quantity. It is possible to have better understanding 
with less total communication if it is of higher quality. 


Manager Nicolo Fumusa liked to ramble on and on. He thought that more was 
better. He buried his employees with mountains of information every time he talked 
with them. After a few experiences of this type, they avoided him. They had a 
communication overload but were deprived of understanding. One employee com- 
mented, “It takes him twenty minutes to say yes and thirty minutes to say no. 
Another observed philosophically, “You ask him what time it is, and he tells you how 
the clock works—but he still hasn't told you what time it is." 

Nicolo's employees were annoyed and confused by his behavior. They complained 
to others, and some of them lost interest in their jobs. Management sensed the 
problem and tried to correct Nicolo, but he did not respond. After about a year, 
management decided to discharge him. He could not manage because he could not 
communicate. 


ACCEPTANCE OF A COMMUNICATION We pointed out earlier (in the discussion 
of Figure 4-2) that acceptance of a message by the receiver was critical, or 
communication would break down. In the final analysis, there are seve 
conditions that encourage acceptance of a communication, as follows: 


m Acknowledgement of the legitimacy of the sender to send a message 
m Perceived competence of the sender relative to the issue 

m Trust in the sender as a leader and person 

m Perceived credibility of the message received 


m Acceptance of the tasks and goals that the communication is trying © 
accomplish 


m Power of the sender to enforce sanctions on the receiver either directly 9" 
indirectly. 


If overload can be prevented, and the likelihood of acceptance ensured through 
the use of these six conditions, then managers can turn their attention t 
the satisfaction of four important communication needs of employees. 


Turnover is reduced 
by realistic job 
previews. 


P erformance is 
Improved. by 
feedback, 
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Communication needs 

Employees at lower levels have a number of communication needs. Managers 
think that they understand these needs, but often their employees do not think 
so. This fundamental difference in perception tends to exist at each level in 
organizations, thereby making communication more difficult. It causes down- 
ward communicators to be overconfident and probably not to take enough care 
with their downward messages. 


JOBINSTRUCTION One communication need of employees is instructions re- 
garding their work. In a situation like this, managers secure better results if 
they state their instructions in terms of the objective requirements of the job, 
so that the instructions do not appear to be a personal wish. 

The need for objective information is especially important with employees in 
a new job or organization. Because their high expectations often conflict with 
reality, they quickly become dissatisfied. To prevent this, firms are using more 
realistic job previews, where job candidates are given a small sample of organi- 
zational reality. Just as a medical vaccination stimulates the body to develop 
natural resistance to a disease, the realistic preview minimizes the employee's 
unmet expectations by providing both positive and negative information about 
the potential work environment. When this method is used, turnover of new 
employees is reduced. !? 


The uences of inadequate job instruction can be disastrous. A manufacturer 
of amall tools hired a new sales representative, gave him a tour of the plant and a 


of the product catalog, and assigned him to a territory. In a few weeks the 
coqtoleatinlss jubilantly sent in an order for 100,000 units of a multipurpose tool. 
Only then did the company realize it had neglected to tell him that that product was 
never promoted to its customers because the tool was priced well below the com- 
pany's cost of producing it (so as to match a competitor's price). The end result was 
that the company lost over $10,000 on this one order! 


Managers also need to adjust their communications according to the task 
needs of their receivers. For example, as the uncertainty of a task increases, 
there is a predictable need for increased information flow in order to maintain a 
comparable level of performance. Thus an employee performing a standard- 
ized, repetitive machine task needs little communication input about the task. 
On the other hand, an engineer working on a new product may require 
substantial communication input in order to perform successfully. 


PERFORMANCE FEEDBACK Employees also need feedback about their per- 
formance. There are many reasons. It helps them know what to do and how 
well they are meeting their own goals. It shows that others are interested in 
what they are doing. Assuming that performance is satisfactory, it enhances 
one’s self-image and feeling of competence. Generally, performance feedback 
leads to both improved performance and improved attitudes. 


Guides for 
giving feedback 


Importance of 


FIGURE 4-5 
Guidelines 
for effective 
performance 
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A review of eighteen studies that examined the effects of feedback on employee job 
performance provides supporting evidence.!? In all cases performance increased, 
ranging from 6 to 125 percent. Where comprehensive measures were used, the 
median increase in productivity was 16 percent, and that translated into substantial 


cost savings for the employers. 


Giving feedback is a challenging task for managers. Feedback is more likely 
to be accepted and cause some improvement when it is properly presented (see 
Figure 4-5). In general, it should focus on specific job behaviors, rely on 
objective data rather than perceptions and inferences, be given soon aftera 
critical event, and be checked for understanding by the receiver. Overall, it has 
the greatest chance of success if it is genuinely desired and if the receiver is 
allowed to choose a new behavior from alternative recommendations offered. 

In spite of the importance of performance feedback, many managers fail to 
provide enough of it. When asked, managers often report that they give their 
employees adequate feedback about their performance. However, their em- 
ployees are likely to say that they are not receiving as much as they would like. 
Part of the solution may lie in training employees to ask for the feedback they 
want, instead of waiting for it.!4 


NEWS Downward messages should reach employees as news rather than as a 
stale confirmation of what already has been learned from other sources. Some 
employers prepare daily recorded telephone messages that employees can 
receive by dialing a certain number. Messages can be changed during the day 
as new information becomes available. The systems usually are automatic, 
operating twenty-four hours daily, so that employees can call from their homes 
or elsewhere. Some systems are adjusted to allow telephone questions an 
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comments from employees. Where an answer is required, it is obtained and 
put on the system at a later date. In this manner two-way communication is 
established. Other in-house media include bulletin boards, inserts in pay 
envelopes, posters, and closed-circuit television. 


SOCIAL SUPPORT Another communication need that employees have at work 
is social support, which is the perception that they are cared for, esteemed, and 
valued. When interpersonal warmth and trust are displayed by managers, 
there may be positive impacts on psychological and physical health, as well as 
job satisfaction and performance. It is interesting to note, though, that whether 
a manager communicates about task assignments, career subjects, personal 
matters, or performance feedback or responds to questions raised, employees 
report feeling a greater level of social support.!5 Apparently it is the presence of 
rr. cal not the topic, that is most important for satisfying this particu- 
need. 


UPWARD COMMUNICATION 


If the two-way flow of information is broken by poor upward communication, 
management loses touch with employee needs and lacks sufficient information 
to make sound decisions. It is, therefore, unable to provide needed task and 
social support for employees. Management needs to “tune in” to employees in 
the same way a person with a radio tunes in. This requires initiative, positive 
action, sensitivity to weak signals, and adaptability to different channels of 
employee information. It primarily requires an awareness and belief that 
upward messages are important, as this illustration shows: 


The need for upward communication is illustrated by the difficult experience of a 
manufacturing company that grew rapidly over two or three years. Despite work 
standards, supervisory pressure, and extensive downward communication, em- 
ployee enthusiasm lagged and productivity declined. 

Finally, management brought in an interviewing team from the home office. Most 
complaints were petty ones, but there did seem to be a general feeling among older 
supervisors and employees that as the company grew, they had become more and 
more separated from higher management. They felt isolated and unable to discuss 
their problems with anyone. Gradually, they became alienated from management 
and tended to spread their alienation to the newer employees who were being hired 
as the company expanded. i : 

As soon as management discovered the basic problem, it was able to take correc- 
tive action. However, most of these difficulties could have been prevented if man- 
agement had developed effective procedures early enough to encourage upward 
communication. 


Difficulties 


Several lems plague upward communication, especially in larger, more 
piene riae 16 The first is delay, which is the unnecessarily slow 


Filtering 


Short-circuiting 
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movement of information up to higher levels. Managers hesitate to take a 
problem upward because doing so implies an admission of failure; therefore 
each level delays the communication while trying to decide how to solve the 
problem. The second, and closely intertwined, factor is filtering. This partial 
screening out of information occurs because of the natural tendency for an 
employee to tell a superior only what the employee thinks the superior wants to 
hear, although there are also legitimate reasons for filtering. 

Sometimes, in an effort to avoid filtering, people short-circuit around their 
superior, which means that they skip one or more steps in the communication 
hierarchy. On the positive side, this reduces filtering and delays; on the other 
hand, it upsets those who are bypassed, so employers usually discourage it. 
Another problem revolves around an employee's legitimate need for a re- 
sponse. Since employees initiate upward communication, they are now the 
senders and they have strong expectations that feedback will occur (and soon!). 
If management provides a quick response, further upward messages will be 
encouraged. Conversely, lack of response suppresses future upward commu- 
nications, as the following example indicates: 


Managers of sales branches in one company received a memorandum that encour- 
aged them to make suggestions to improve the firm's customer relations. Shortly 
after receiving the memo, Esther Helbring, a branch manager, asked the company 
to review a "fine-print" clause in one of its sales contracts because several customers 
had objected to it. Immediately after her letter, she received a telephone call from a 
member of higher management requesting clarification. One year later, she had 
received no further feedback and the clause had not been amended. She commented 
to the interviewer, "A response of this kind doesn't encourage further upward 
communication." 


Upward-communication practices 


A starting point for building better upward communication is to have a general 
policy stating what kinds of upward messages are desired. This could include 
areas where higher management is accountable, controversial topics, matters 
requiring supervisory advice, or any corporate policy exceptions or changes 
being recommended. In addition to policy statements, various practices are 
needed to improve upward communication. Counseling, grievance systems 
consultive supervision, suggestion systems, job satisfaction surveys, and other 
practices are discussed in later chapters. Additional practices discussed at this 
point are listening, employee meetings, open-door policies, and participatio? 
in social groups. 


LISTENING | Hearing is done with the ears, but listening requires use of the 
mind. Effective listening helps receivers get exactly the idea a sender 
intended. They then can make better decisions because their information 
inputs are better. Good listeners also save time because they learn more within 
a given period of time; and they learn about the person talking, as well as wh! 
the person is saying. Good listening is also good social manners; manage’ 
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peers, and subordinates think more of us when we listen to them attentively. 
Finally, our good listening encourages others to respond by listening to what 
we have to say. It is a form of behavior modeling for them. 

Typical employees spend an average of more than 30 percent of their time 
listening, so it is an important part of their jobs. Two months later, however, 
they remember only about 25 percent of what was said. Listening comprehen- 
sion can be improved by 25 percent or more through various training courses. 
Participants are taught to avoid daydreaming, focus on the speaker's objective, 
weigh the evidence, search for examples and clues to meaning, and use idle 
brain time to review what has already been said. Other suggestions for good 
listening are given in Figure 4-6. 


A large number of organizations offer training programs in listening skills for their 
employees. One company, for example, sent a phonograph record on listening to all 
90,000 employees and enrolled 10,000 of them in more formal classroom or pro- 
grammed-instruction training courses. To accent the importance of listening, the 
company even wove it into a major advertising slogan (consistent with the Peters and 
Austin quote at the beginning of this chapter): "We understand how important it is to 
listen. ”17 


Listening often is a weak link in the chain of two-way communication. Many 
managers do not actively work at listening well, which is a prerequisite for 
success. 18 A major reason is that, because the speaker is initiating action on the 
receiver, listening may threaten a person's self-image. Apparently, most of us 
would rather speak our own ideas than listen to what someone else says, even if 
that offers the promise of learning something! In spite of the difficulties of good 
listening, it is essential for understanding and is a skill that can be learned. 


EMPLOYEE MEETINGS One useful practice to build upward communication is 
meeting with employees. In these meetings, employees are encouraged to talk 
about job problems, needs, and management practices that both help and 
interfere with job performance. The meetings attempt to probe in some depth 
the issues that are on the minds of employees. As a consequence, employee 
attitudes improve and turnover declines. 


AN OPEN-DOOR POLICY An open-door policy is a statement that employees are 
encouraged to come to their supervisor or higher managers with any matter 
that concerns them. Usually employees are encouraged to see their supervisor 
first. If their problem is not resolved by the supervisor, then higher manage- 
ment may be approached. The goal is to remove blocks to upward communica- 
tion. It is a worthy goal, but it is not easy to implement because there often are 
psychological barriers between managers and employees. Although the man- 
ager's door physically is open, psychological and social barriers exist that make 
employees reluctant to enter.!? Some employees hesitate to be identified as 
lacking information or having a problem. Others are afraid they will incur their 
manager s disfavor. 
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1 Stop talking! 
You cannot listen if you are talking. i 
Polonius (Hamlet): "Give every man thine ear, but few thy voice. 
2 Put the talker at ease. 
Help a person feel free to talk. 
This is often called a permissive environment. 
3 Show a talker that you want to listen. 
Look and act interested. Do not read your mail while someone talks. 
Listen to understand rather than to oppose. 
4 Remove distractions. 
Don't doodle, tap, or shuffle papers. 
Will it be quieter if you shut the door? 
5 Empathize with talkers. 
Try to help yourself see the other person's point of view. 
6 Be patient. 
Allow plenty of time. Do not interrupt a talker. 
Don't start for the door or walk away. 
7 Hold your temper. 
An angry person takes the wrong meaning from words. 


8 Go easy on argument and criticism. 
These put people on the defensive, and they may "clam up" or become angry. 
Do not argue. Even if you win, you lose. 
9 Ask questions. 
This encourages a talker and shows that you are listening. 
It helps to develop points further. 
10 Stop talking! 
This is first and last, because all other guides depend on it. 
You cannot do an effective listening job while you are talking. 
o Nature gave people two ears but only one tongue, 
which is a gentle hint that they should listen more than they talk. 


o Listening requires two ears, 
one for meaning and one for feeling. 


o Decision makers who do not listen 
have less information for making sound decisions. 


————— — — 


An even more effective open door is for managers to walk through their 0? 
doors and get out among their people. In this way they will learn more 
they ever will sitting in their offices. 


PARTICIPATION IN SOCIAL GROUPS Informal, casual recreational events furnish 
superb opportunities for unplanned upward communication. This spontan d 
information sharing reveals true conditions better than most formal comm 
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nications. There are departmental parties, sports events, bowling groups, 
hobby groups, picnics, and other employer-sponsored activities. Upward com- 
munication is not the primary purpose of these events, but it is an important 
by-product of them. 


OTHER FORMS OF COMMUNICATION 


Not all communication takes place directly down or up the organizational 
hierarchy; not all is formally prescribed by the firm; and not all of it takes place 
either at work or through face-to-face interaction. This concluding section will 
provide an overview of lateral communication, informal networks, and the 
impact of some electronic forms of communication. 


Lateral communication 


Managers engage in a large amount of lateral communication, or cross-commu- 
nication, which is communication across chains of command. It is necessary for 
job coordination with people in other departments. It also is done because 
people prefer the informality of lateral communication, rather than going up 
and down the more official chain of command. Lateral communication often is 
the dominant pattern within management. 


An example is shown in Figure 4-7. It shows the communication patterns of an 
engineering department in a manufacturing company. The engineers actively com- 
municate with many levels within their own firm both above and below them, but 
they also interact extensively with many departments outside their own chain of 
command, as shown on the left side of the chart. This is a realistic portrait of lateral 
communication, which is necessary in order to bring together the many resources 


within a firm. 


Employees who play a major role in lateral communication are referred to as 
boundary spanners. Boundary-spanning individuals have strong communica- 
tion links within their department, with people in other units, and often with 
the external community (see the right side of Figure 4-7). These connections 
with other units allow boundary spanners to gather large amounts of informa- 
tion, which they may filter or transfer to others. This gives them a source of 


status and potential power. 


Networks 

Whereas boundary spanners assume their roles through formal task respon- 
sibilities, much lateral communication takes place in less formal ways. A 
network is a group of people who develop and maintain contact to exchange 
information informally, usually about a shared interest. An employee who 
becomes active on a network is said to be networking. Although networks can 


FIGURE 4-7 
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be internal as well as external to a company, usually they are built around 
external interests, such as recreation, social clubs, professional groups. career 
interests, and trade meetings.?? 


An engineer in the company portrayed in Figure 4-7 may be in a network of research 
people who keep in touch at professional meetings ‘ad occasionally by telephone 
She may also be an excellent golfer and be part of a golf network at a local counttY 
club. Therefore, she may know personally the top executives of several local corr 
rations, as well as other influential people in the area. Some of her networks may 
business-related, some might be career-related, and some will be purely social 


Networks help broaden the interests of employees, keep them more in- 
formed about new technical developments, and make them more visible t° 
others. Networks help employees learn who knows what and even who know! 
those who know. As a result, an alert networker can gain access to influent 
people and centers of power by drawing upon common backgrounds, bonds 
friendship, complementary organizational roles, or community ties. BY obtain 
ing job-related information and developing productive working relationships 
through effective networks, employees gain valuable skills and can Pe” 
ee better. Suggestions for developing networks are provided in Figure 
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1 Inventory your personal resources, so you know what you have to offer others. 

2 Clarify your purpose for establishing or joining a network. 

3 Join significant community organizations and contribute to them. 

4 Initiate contacts with people whenever you can find (or create) a reason. 

5 Sare setn information, and ideas with others, thereby creating an obligation for them to 

6 Seek out responsibilities that will bring you into contact with key people. 

7 Demonstrate to other networkers that you can be trusted with confidential information. 

8 Identify the key members of your network—those who have the most influence. 
connections, and willingness to help. í 


9 Don't hesitate to tap into members of network for ral advice, 
€ vay your gene! vice, career contacts, and 


—————————— 


ELECTRONIC MAIL The impact of computers on communication offers both 
great promise and some problems as well. Two applications of the computer— 
electronic mail and telecommuting—will be introduced here. 

Electronic mail is a computer-based communication system that allows you 
to send a message to one or more people almost instantaneously.?! There it is . 
stored until the recipients turn on their computers and read the message at 
their convenience, at which time they can respond in the same manner. Some 
electronic mail systems can send messages in various modes (such as a letter to 
one correspondent who doesn't have a computer), and others can translate the 
message into a foreign language. Of particular interest to some firms is elec- 
tronic conferencing, in which a group of people in various locations can each 
send comments to the initiator of the process, and also to all other participants 
as well. Each person can thus build on the ideas of the others, and this in itself 
is a form of networking. The primary advantage of electronic systems is their 
dramatic speed; the major disadvantage is the loss of face-to-face contact. 


TELECOMMUTING A member of a Chicago law firm maintains a permanent 
residence at a ski resort community in Colorado. An information processing 
operator works half time at home and half time at a downtown bank. An author 
in a California beach house, working against a deadline, finishes a manuscript 
just before 8 A.M. and has a copy on the editor's desk minutes later, about the 
time she steps into the ocean for a swim. These people are all-engaged in 
telecommuting, or the accomplishment of all or part of their work at home 
through computer links to their offices. 
Preliminary evidence on the effects of telecommuting highlight several advan- 
tages.22 Freed from the distractions of the workplace, lost transportation time, and 
high commuting costs, many employees may be inclined to even contribute a bit 
mere time and effort in exchange for the comfort of working in their homes. At- 
home programmers working for Control Data, for example, were judged to be 15 to 
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Optimists predict that there could be 10 million Americans working at home 
by telecommuting early in the twenty-first century. The reasonableness of that 
estimate will depend largely on managers' ability to overcome a number of 
substantial problems that arise from telecommuting. These include the pos- 
sibility of being overlooked at promotion time, the risk of getting burned out 
(see Chapter 20) from the convenience of putting in more hours daily, and 
especially the social isolation that at-home employees may feel. 

As a consequence of this isolation, telecommuters may be out of touch with 
their regular networks, unable to experience intellectual stimulation from their 
peers, and insulated from most sources of social support. The emotional costs 
may be unacceptably high unless the employer carefully screens participants, 
briefs them in advance so they know what to expect, and makes adaptations so 
they will still have interaction opportunities. Clearly, technological progress in 
communication is not easily gained without some human costs and organiza- 
tional effort. 


SUMMARY 


Organizations need effective communication—downward, upward, and later- 
ally. It is the transfer of information and understanding from one person to 
another person. The two-way communication process consists of these eight 
steps: develop an idea, encode, transmit, receive, decode, accept, use, and 
provide feedback. 

To overcome personal, physical, and semantic barriers, managers must pay 
close attention to communication symbols, such as words, pictures, and non- 
verbal actions. This requires study and use of semantics— the science of mean- 
ing—to encourage understanding. 

Managers play a key role in downward and upward communication, some- 
times even delaying or filtering the flow of information. They have many tools 
available to use, such as providing performance feedback and social support, 0" 
establishing open-door policies and holding employee meetings. Listening, 
however, remains one of the most powerful tools. Networks have become 
popular ways for employees to find out what is going on around them, while the 
rapid acceptance of computers has made possible electronic mail systems an 
telecommuting for some employees. 


Communication process Performance feedback 
Cognitive dissonance Social support 
Ecological control Open-door policy 
Semantics Boundary spanners 
Social cues Networks 

Nonverbal communication Electronic mail 
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1 Think of a job that you have had and a situation in which the communication 
failed or was ineffective. Discuss how the communication process applied in 
this situation and where (which of the eight steps) the breakdown occurred. 

2 Discuss the barriers to communication that exist when you discuss a subject 
with your instructor in the classroom. 

3 Select a situation in which you made a wrong inference, analyze how the 
misinterpretation was made, and discuss how you might avoid similar 
misinterpretations in the future. How important is feedback as an aid to 
avoiding inference problems? 

4 Observe your own behavior, and discuss what nonverbal communication 
habits you typically use. Are there some behaviors that you have that may 
mislead receivers? 

5 How would you communicate the following? 

a A promotion to one of your employees 

b Griticism of one of your employees for work poorly done 

c Instructions for operation of a simple office machine 

d An announcement to shop machinists that sales dropped 15 percent 
during the last quarter and some employees may need to be laid off 

6 Visit an instructor's office, and record your feelings of relative comfort 
there. What physical elements in the office contributed to your reaction? 

1 Examine the "effective listening guides" in Figure 4-6. Which ones do you 
practice best? Which ones could you improve upon? 

8 Think of a part-time or full-time job that you have had. 

a Discuss any communication overload you experienced. 
b Discuss how well management handled downward communication to 


ou. 
c Explain any upward-communication difficulties that you had and what 
you did to try to overcome them. 
9 What networks do you belong to? Explain how you became a part of them, 
and what they have done for you. What are your future networking plans? 


10 Assess electronic mail in the context of this chapter. How does it fit with the 
eight steps of the communication process? What barriers are most likely to 


arise when it is used? How can they be overcome, or at least minimized? 


THE EARLY WORK SCHEDULE 
Mabel Thomas was employed to work with the food service of Community 
Hospital. She was married but had no children. The job for which she was 
employed required that she work two days a week from 5 A.M. to 2 P.M. The 


other three days slie worked the regular day food schedule from 8:30 A.M. to 


5:30 p.m. When she was em 
the early work schedule or t 


ployed, either she failed to hear information about 
he employment clerk forgot to tell her. She feels 
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sure that if the early schedule had been mentioned to her, she would have 
heard it, because under those conditions she would not have taken the job. 

During the first two weeks the job required Thomas to work the regular day 
shift in order to have an instructor show her how to do the job; so Thomas 
thought she was on the regular day shift. She vaguely remembers that near the 
end of her first two weeks her supervisor mentioned something to her about 
beginning her regular schedule, but she did not understand what the super- 
visor meant and she did not inquire further. The result was that Thomas failed 
to report to work on the early schedule on the required day. When she did 
report for work at the regular hour of 8:30 a.m., her supervisor criticized her for 
lack of responsibility. Thomas said she could not work the early shift for family 
reasons and resigned. 


Question 

Analyze the communication blockages in this case. Discuss ideas such as upward and 
downward communication, listening, feedback, and inference. Then explain how you 
would handle the employment and probationary work period for Thomas. 


ONE-WAY COMPARED WITH TWO-WAY COMMUNICATION 

The instructor can set up a classroom experiment in which both one-way and 
two-way communication are tried for performance of some task or communica- 
tion of a detailed idea not familiar to students. One of the most popular tasks is 
to have a handout showing rectangles organized in a certain way. Two or more 
students are selected as receivers, and one or more people are selected 3$ 
communicators of the layout of the rectangles. The handout is made available to 
class members and communicators but not to receivers, Receivers stand at the 
front of the room trying to draw on a chalkboard the arrangement described by 
the communicator. (For each communication it is desirable to have two or more 
receivers so that their arrangements of the rectangles can be compared.) 

For the one-way method, the communicator faces the class and does not | 
at the figures the receiver is drawing, because that would be a form of feedback. 
The two-way method may be with the communicator not observing the figures 
(as by telephone) or with observation of the figures. The figure shown on the 
next page is a sample arrangement, but instructors should select their own 5° 
that it is not available to the class ahead of time. 

Following one-way communication, senders and receivers are questioned 
about their feelings, and the class discusses the advantages and disadvantages 
the one-way process. Students should also identify the ways in which manager 
use one-way communication, and generate some suggestions for making it wo 
better if they need to use that method. 

The same procedure is then repeated (with different figures) through the us? 
of two-way communication. This could be simply with verbal exchange, SU" F 
through the use of a telephone while not observing the developing figure, E 
could be done with conversation while directly watching the emerging RgU* | 
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The same analysis by the class should follow this phase, with the relative 
effectiveness of one-way versus two-way communication then discussed. 
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ware president of a chain of clothing stores had a problem. The company was 

about to add ten new stores to its ninety outlets as part of a corporate 
expansion program, and he had plenty to worry about. Then his key administrative 
assistant walked in and announced that she hated her job. “What else could she 
want?” he thought, as he invited her to sit down and talk about her needs and 
aspirations. “Could it be job security, or better working conditions, or the chance to 
learn and grow?” he mused. He resolved to listen carefully to her explanation, and 
search for a way to motivate her.2 


In many ways, the whole book is about situations like this. The president 
needs to examine the organizational culture that has been created: he will have 
a chance to test his listening skills; and he will need to manage the dramatic 
changes that the organization is experiencing. However, his immediate task is 
to understand what motivates the administrative assistant, and the next two 
chapters will help him do that. As the Herzberg quote at the beginning of this 


Poel suggests, he will need to discover what new tasks would be meaningful 
‘or her. 


A MODEL OF MOTIVATION 


Although a few human activities occur without motivation, nearly all conscious 
behavior is motivated, or caused. It requires no motivation to grow hair, but 
getting a haircut does. Eventually, anyone will fall asleep without motivation 
istioadh Parents with young children may doubt this), but going to bed isa 
conscious act requiring motivation. A manager's job is to identify employees 
drives and needs, and channel their behavior toward task performance. 
] Diagramed very simply, the role of motivation in performance is summariz 
ur "be model of motivation in F. igure 5-1. Internal needs and drives create 
tensions that are modified by one's environment. For example, the need for 
food produces a tension of hunger. The hungry person then examines the 
thea to see which foods (external incentives) are available to satisfy that 
EOM ve environment affects one's appetite for particular kinds of food, à 
South Seas native may want roast fish, while a Colorado rancher prefers broiled 
a Both persons are ready to try to achieve their goal, but they will seek 
d erent foods to satisfy their needs. This is an example of both individual 
ifferences and cultural influences in action. 
i - e in the formulas in Chapter 1, performance (P) is a product of effort 
and ability (A), within a context of the opportunity (such as the right tools: | 


2x = ied riate goals) to perform. When an employee is productive and the 
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Goals and Ability 
incentives 


Need satisfaction 


MOTIVATIONAL DRIVES 


Each person tends to develop certain motivational drives as a product of the 
cultural environment in which that person lives, and these affect the way 
people view their jobs and approach their lives. Much of the interest in these 
patterns of motivation was generated by the research of David C. McClelland 
of Harvard University.? He developed a classification scheme highlighting 
three of the more dominant drives and pointed out their significance to moti- 
vation. His studies revealed that people’s motivational drives reflect elements 
of the culture in which they grow up—their family, school, church, and books. 
In most nations, one or two of the motivational patterns tend to be strong 
among the workers because they have grown up with similar backgrounds. In 
addition to McClelland's discussion of the drives for achievement, affiliation, 
and power, the competence motive (see Figure 5-2) is an important factor in 
current attempts to attain high-quality products and services. 


Achievement motivation 

s a drive some people have to overcome challenges 
and obstacles in the pursuit of goals. An individual with this drive wishes to 
develop and grow, and advance up the ladder of success. Accomplishment is 
important for its own sake, not for the rewards that accompany it. 

A number of characteristics define achievement-oriented employees. They 
work harder when they perceive that they will receive personal credit for their 
efforts, when there is only moderate risk of failure, and when they receive 
specific feedback about their past performance. As managers, they tend to trust 


Achievement motivation i 


Achievement A drive to overcome challenges, advance, and grow 
Affiliation A drive to relate to people effectively 

Competence A drive to do high-quality work 

Power’ A drive to influence people and situations 
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their subordinates, share and receive ideas openly, set higher goals, and expect 
that their employees will also be oriented toward achievement.* 


Red Auerbach, who has been coach, general manager, and president of the peren- 
nial world-champion Boston Celtics professional basketball team, had a simple 
answer when asked how he motivated his players. It revolved around the pride of 
excellence, the pride of winning, the pride of being part of the greatest team in the 
world. It was the challenge of seeking, and the joy of wearing, the championship ring 
as a symbol of their collective achievement.5 


Affiliation motivation 

Affiliation motivation is a drive to relate to people on a social basis. Com- 
parisons of achievement-motivated employees with affiliation-motivated 
employees will illustrate how the two patterns influence behavior. Achieve 
ment-oriented people work harder when their supervisor provides a detailed 
evaluation of their work behavior. But persons with affiliation motives work 
better when they are complimented for their favorable attitudes and coopera- 
tion. Achievement-motivated people select assistants who are technically capa- 
ble, with little regard for personal feelings about them; however, those who are 
affiliation-motivated tend to select friends to surround them. They receive 
inner satisfactions from being with friends, and they want the job freedom to 
develop these relationships. 


Competence motivation 


Competence motivation is a drive to do high-quality work. Competence-moti- 
vated employees seek job mastery, develop problem-solving skills, and strive 
to be innovative. Most important, they profit from their experiences. In gen 
eral, they tend to perform good work because of the inner satisfaction they fed 
from doing it and the esteem they gain from others.* 

Competence-motivated people also expect high-quality work from their 597 
ciates and may become impatient if those working with them do poor work. ^ 
fact, their drive for good work may be so great that they tend to overlook the 
importance of human relationships on the job or the need to maintain reason 
able levels of output. 


For example, Joleen is a commercial artist who feels bout he self and receiv“ 

respec from others when she creates an excellent design. However, she infor 
supervisor when she misses her deadlines and she antagonizes her cower, 

when she fails to socialize with them. Clearly, her competence drive is stronger 


her affiliation need. 
Power motivation 


otivation is a drive to infl oS POM 
motivated people uence people and change situations- 
" wish to create an impact on their organizations and a 
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willing to take risks to do so." Once this power is obtained, it may be used 
either constructively or destructively. 

Power-motivated people make excellent managers if their drives are for 
institutional power instead of personal power. Institutional power is the need to 
influence others' behavior for the good of the whole organization. In other 
words, these people seek power through legitimate means, rise to leadership 
positions through successful performance, and therefore are accepted by oth- 
ers. However, if an employee's drives are toward personal power, that person 
tends to be an unsuccessful organizational leader. 


MANAGERIAL APPLICATION OF THE DRIVES Knowledge of motivational drives 
helps managers understand the work attitudes of each employee. They can 
then deal with employees differently according to the strongest motivational 
drive in each. For example, an achievement-motivated employee can be as- 
signed a job, accompanied by an explanation of its challenges. A competence- 
motivated employee could be assigned a similar job with emphasis on its 
requirements for high-quality work. In this way, the supervisor communicates 
with each employee according to that particular person’s needs. As one em- 
ployee said, “My supervisor talks to me in my language." 


HUMAN NEEDS 


When a machine malfunctions, people recognize that it needs something. 
Assume that a machine will not grind a piece of metal to a close enough 
tolerance. Perhaps it needs oil. Or maybe a nut is loose. First the operator tries 
to find the trouble. Then the operator asks the supervisor for help. Finally the 
supervisor calls a maintenance mechanic or an engineer, and so on, until the 
cause of the problem is found and the machine is put back into working order. 
All the people who tried to find the causes of the breakdown did so (or should 
have done so) in an analytical manner based upon their knowledge of the 
operations and needs of the machine. It would be wasteful to tighten nuts and 
oil gears haphazardly in the hope that the trouble could be found. Such action 
might aggravate the malfunction. Y 
Suppose that the machine operator “malfunctions” by talking back to the 
supervisor in a way that borders on insubordination. The supervisor may want 
to reprimand the operator without analyzing the situation, but this is no better 
than haphazard machine repair. Like the machine, the operator who malfunc- 
tions does so because of definite causes that may be related to needs. In order 
for improvement to occur, the operator requires skilled and professional care 
just as the machine does. If we treated (maintained) people as well as we do 
we would have more satisfied and productive workers. 


expensive machines, 
Types of needs 

There are various ways to classify needs. A simple one is (1) basic physical 
needs, called primary needs, and (2) social and psychological needs, called 
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secondary needs. The physical needs include food, water, sex, sleep, air, anda 
reasonably comfortable temperature. These needs arise from the basic require- 
ments of life and are important for survival of the human race. They are, 
therefore, virtually universal among people, but they vary in intensity from one 
person to another. For example, a child needs much more sleep than an older 
person. 

Needs also are conditioned by social practice. If it is customary to eat three 
meals a day, then a person tends to become hungry for three, even though two 
might be adequate. If a coffee hour is introduced in the morning, then that 
becomes a habit of appetite satisfaction as well as a social need. s 

Secondary needs are more vague because they represent needs of the mind 
and spirit rather than of the physical body. Many of these needs are developed 
as one matures. Examples are rivalry, self-esteem, sense of duty, self-assertion, 
giving, belonging, and receiving affection. The secondary needs are the ones 
that complicate the motivational efforts of managers. Nearly any action that 
management takes will affect secondary needs; therefore, management plan- 
ning should consider the effect of any proposed action on the secondary needs 
of employees. 


Variations in needs 

Secondary needs vary among people much more than primary needs. They 
even exist as opposites in two different persons. One person has a need for self- 
assertion and is aggressive with people. A second person, on the other 
prefers to be submissive and yields to others’ aggressions. Needs also change 
according to time and circumstance. 

Analysis of behavior would be simple if a person's actions at a given time 
were the result of one need and one alone, but this is seldom the case. Needs of 
all types and intensities influence one another so that a worker's motivation at 
any single time is a combination of many different forces. Furthermore, some 
needs are so hidden that an employee's supervisor cannot recognize them. 
fact alone makes motivation difficult. For example, dissatisfied workers often 
say that their dissatisfaction is caused by something easy to identify, such as low 
wages, but their real problem is something else. Consequently, even 
management pays their wage request, they remain dissatisfied. 

In summary, secondary needs: 


m Are strongly conditioned by experience 

m Vary in type and intensity among people 

m Are subject to change within any individual 

m Work in groups rather than alone 

m Are often hidden from conscious recognition 

m Are vague feelings instead of specific physical needs 
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a Influence behavior (It is said that "we are logical only to the extent that 
feelings let us be.") ond rabies 


Whereas the four motivational drives identified earlier were not grouped in 
any particular pattern, three major classifications of human needs have at- 
tempted to do so. At least implicitly, Maslow, Herzberg, and Alderfer each 
build on the distinction between primary and secondary needs. Also, there are 
some similarities among the three approaches as well as important differences 
worth noting. All of them help to create an important basis for the more 
advanced motivational models to be discussed later. 


Maslow’s hierarchy of needs 

Human needs are not of equal strength, but generally emerge in a certain 
priority. As the primary needs become reasonably well satisfied, a person 
places more emphasis on the secondary needs. A need hierarchy by A. H. 
Maslow that focused on five levels, as shown in Figure 5-3, has received 
widespread attention and sparked considerable controversy.® Need levels 1 
(physical) and 2 (security) are typically called lower-order needs, and levels 3 
(social), 4 (esteem), and 5 (self-actualization) are called higher-order needs. 


LOWER-ORDER NEEDS The first-level needs involve basic survival. In the 
typical work situation they rarely dominate because they are reasonably well 


Physical needs satisfied. Only an occasional experience, such as two days without sleep or a 
crumb in one's windpipe, reminds one of the essential nature of basic body 
needs. 
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People must labor to satisfy their physiological needs, but when these are 
satisfied to some degree they wish to satisfy other needs. The need level that 
next tends to dominate is safety and security. It works somewhat as follows. 
Having met their basic physical needs today, people want some assurance that 
these needs will be met tomorrow and thereafter. Accordingly they build walls 
around primitive cities, build granaries for food storage, or establish pension 
programs. They want bodily safety as well as economic security. Security 
essentially ensures that primary needs will be met tomorrow and for as long 
thereafter as possible. In reality, then, second-level needs relate to those at the 
first level. 

Because of individual differences, people seek different amounts of security, 
but virtually all people have some need for security.? People also vary in the 
ways in which they try to provide their security, as illustrated by the ap- 
proaches of two sales representatives in a computer office. 


One employee tried to obtain his security by spending extra hours writing long 
reports on the analog control line to ensure that he would be considered so expert in 
this field that the company could not do without him. The other employee reacted 
differently, going to school at night to learn about digital theory and application, 
which was a new product area with the company. She felt that she could best be 
secure by becoming knowledgeable in the new control equipment. Thus two people 
reacted differently under the same circumstances and in relation to the same needs. 


HIGHER-ORDER NEEDS According to Maslow, there are three levels of higher- 
order needs. Third-level needs concern love, belonging, and social involve- 
ment. Since people spend many of their waking hours at work in a social 
environment, some of their social needs can (and should) be met there. The 
needs at the fourth level include those for esteem and status. Employees need 
to feel that they are worthy, and to believe that others think they are worthy 
(which gives them status). The fifth-level need is self-actualization, which 
means becoming all that one is capable of becoming, using one's skills to the 
fullest, and stretching talents to the maximum. 


Will Steger, a rugged outdoorsman, led a party of adventurers on dogsleds to the 
north pole without being resupplied during the entire thousand-mile journey. It was 
dangerous due to open strips of water that needed crossing; it was also physically 
exhausting (the supply-laden sleds initially weighed 1350 pounds each and had to be 
unloaded and several times as the group struggled over pressure ridges): 
The trip was emotionally draining (because of the fear of accidents, the dwindling 
food, the lack of sleep, the intense cold). When the six members of the party 
achieved their goal, they were exhilarated, for they knew they had used thet 
individual and group resources to the highest degree possible. 


_Even after reaching the fifth level, there is room for further progress. T 
higher-order needs, in particular, can never be fully satisfied, for people W! 
perpetually want more. The highest-paid athletes seek to renegotiate theif 
contracts for more money; the executive seeks new status symbols; and the 
explorer searches for new and more demanding adventures to pursue: Te 


Contributions 


Limitations 
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implication for managers is this: need satisfaction is a continuous problem for 
opi It cannot be permanently solved by satisfying a particular need 
today. 


INTERPRETING THE HIERARCHY OF NEEDS Maslow's need-hierarchy model 
essentially says that people have needs that they wish to satisfy, and gratified 
needs are not as strongly motivating as unmet needs. That is, employees are 
more enthusiastically motivated by what they are seeking than by what they 
already have. They may, of course, react protectively to try to keep what they 
already have, but they move forward with enthusiasm only when they are 
seeking something else. 

Interpreted in this way, the Maslow hierarchy of needs has had a powerful 
impact on contemporary managers, and offers some useful ideas for helping 
managers think about motivating their employees. As a result of their wide- 
spread familiarity with the model, they are more likely to identify employee 
needs, recognize that they may be different across employees, offer satisfaction 
for the particular needs, and realize that giving more of the same reward may 
have a diminishing impact on motivation. These are significant contributions 
indeed. 

Despite these benefits, the Maslow model has many limitations, and it has 
been sharply criticized. As a philosophical framework, it has been difficult to 
study and has not been fully verified. Research has not supported the presence 
of all five need levels as unique, nor has the five-step progression from lowest to 
highest need levels been established. There is, however, some evidence that 
unless the two lower-order needs (physical and security) are basically satisfied, 
employees will not be greatly concerned with higher-order needs.!? The evi- 
dence for a more limited number of need levels is consistent with each of the 
next two models to be discussed. 


Herzberg's two-factor model 


On the basis of research with engineers and accountants, Frederick Herzberg 
developed a two-factor model of motivation in the 1950s.!! He asked his 
subjects to think of a time when they felt especially good about their jobs anda 
time when they felt especially bad about their jobs. He also asked them to 
describe the conditions that led to those feelings. Herzberg found that employ- 
ees named different types of conditions for good and bad feelings. That is, ifa 
feeling of achievement led to a good feeling, the lack of achievement was rarely 


given as cause for bad feelings. Instead, some other factor such as company 


policy was given as a cause of bad feelings. 

Herzberg concluded that two separate factors influenced motivation. Prior to 
that time people assumed that motivation and lack of motivation were merely 
opposites of one factor on a continuum. Herzberg upset the traditional view by 
stating that certain job factors primarily dissatisfy employees when the condi- 
tions are absent. However, as shown in Figure 5-4, their presence generally 
brings employees only to a neutral state. The factors are not strongly motivat- 
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(Absence) Maintenance factors (Presence) 


(Absence) Motivational factors (Presence) 


ing. These potent dissatisfiers are called hygiene factors, or maintenance fac- 
tors, because they are necessary to maintain a reasonable level of motivation in 
employees. 

Other job conditions operate primarily to build motivation, but their absence 
rarely is strongly dissatisfying. These conditions are known as motivational 
factors, motivators, or satisfiers. For many years managers had been wonder- 
ing why their fancy policies and fringe benefits were not increasing employee 
motivation. The idea of separate motivational and maintenance factors helped 
answer their question, because fringe benefits and personnel policies were 
primarily maintenance factors according to Herzberg. 


Job content and context 


Figure 5-5 shows the Herzberg factors. Motivational factors such as achieve 
ment and responsibility mostly are related directly to the job itself, the 
employee's performance, and the recognition and growth that are secured from 
it. Motivators mostly are job-centered; they relate to job content. 

On the other hand, maintenance factors are mainly related to job context, 
because they are more related to the environment surrounding the job. ThS 
difference between job content and job context is a significant one. It shows 
that employees Primarily are motivated strongly by what they do for them- 


selves. When like l RR 
behavior, cereales Seems or gain recognition through 
Me "e job content and job context is similar to the dit 


ference between intrinsic and extrinsic motivators in psychology. ie K " 
Fue are internal rewards that a person feels when performing a Jo this 

ere is a direct connection between work and rewards. An employee in ! : 
situation is self-motivated. Extrinsic motivators are external rewards that 0€ 
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INTERPRETING THE TWO-FACTOR MODEL As with all motivational theories, 
the two-factor model has drawn both support and criticism. Prior to Herzberg's 
research, managers tended to center their attention on extrinsic (maintenance) 
factors, often with poor results. The distinction between motivators and main- 
tenance items broadened their perspectives by showing the potentially power- 
ful role of intrinsic rewards that evolve from the work itself. (This ties in with a 
number of other important behavioral developments, such as job enrichment 
and quality of work life, which are discussed in later chapters.) Nevertheless, 
managers were also told that they could not neglect to provide a wide range of 
factors which create at least a neutral working environment. 

The Herzberg model, like Maslow's, has been widely criticized.!? It is not 
universally applicable, as it applies best to managerial, professional, and upper- 
level white-collar employees. The model sharply reduces the apparent moti- 
vational impact of pay, status, and relations with others, since these are 
identified as maintenance factors. It seems also to be “method-bound,” mean- 
ing that only Herzberg’s approach (asking for self-reports of favorable and 
unfavorable job experiences) produces the two-factor model. The respondents’ 
egos lead them to produce biased reports, with the result that there is an 
appearance of two factors where in reality there may be only one. 

Despite these criticisms, the model provides a useful distinction between 
maintenance items that are necessary but not sufficient and motivational factors 
that have the potential for improving employee effort. Managers should recog- 
nize that the model outlines a general tendency only, as maintenance factors 
may be motivators to some people who sincerely desire these rewards. Con- 
versely, some motivators may be only maintenance factors to other people. 
Figure 5-4 shows that there is no absolute distinction; neither factor is wholly 
one-dimensional in its influence for a specific group of employees. Conse- 
quently, a manager must still assess a particular employee's responses to 
various factors within this general framework. 
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Alderfer's E-R-G model 


Building upon earlier need models (primarily Maslow's), and seeking to over- 
come some of their weaknesses, Clayton Alderfer proposed a modified need 
hierarchy with just three levels.!3 He suggested that employees are initially 
interested in satisfying their existence needs, which combine physiological and 
security factors. Pay, physical working conditions, job security, and fringe 
benefits can all address this need. Relatedness needs are at the next level, and 
these involve being understood and accepted by people above, below, and 
around the employee at work and away from it. Growth needs are in the third 
category, and these involve both the desire for self-esteem and self-actualiza- 
tion. 


The impending conversation between the president and administrative assistant 
described at the beginning of this chapter could be structured around Alderfer's 
E-R-G model. The president may first wish to identify which level seems to be 
dominating the assistant's thoughts at this time, and which level or levels seem to be 
satisfied. For example, a large disparity between their salaries could lead her to be 
frustrated with her existence needs, despite an objectively healthy economic pack- 
age. Or her immersion in her work through long hours and heavy travel could have 
left her relatedness needs unsatisfied. Finally, assuming she has mastered her 
present job assignments, she may be experiencing the need to develop her ca- 
pabilities and grow in new areas. 


In addition to condensing Maslow’s five need levels into three that are more 
consistent with research, some other differences are apparent. For example, 
the E-R-G model does not assume as rigorous a progression from level to level. 
Instead, it accepts the likelihood that all three levels might be active at any 
time. It also suggests that a person frustrated at either of the two higher levels 
may return to concentrate on a lower level. Finally, whereas the first two levels 
are somewhat limited in their requirements for satisfaction, the growth needs 


not only are unlimited but are actually further awakened each time some 
satisfaction is attained, 


Comparison of the Maslow, Herzberg, and Alderfer models 


The similarities among the three models of human needs are quite apparent, 4 
shown in Figure 5-6, but there are important contrasts too. Maslow an 
Alderfer focus on the internal needs of the employee, while Herzberg differ- 
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FIGURE 5-6 

A comparison of 
Maslow’s, 
Herzberg's, and 
Alderfer's models 


Cognitice theories 


models provide a foundation for the understanding and application of behavior 
modification, to be discussed next. 


BEHAVIOR MODIFICATION 


The models of motivation that have been discussed up to this point C npa 
as cognitive (or content) theories of motivation because they are ^ x 
thinking and feeling (i.e., cognition). They relate to the person's inner self an 
how that person's internal state of needs determines behavior. vii 
The major difficulty with cognitive models of motivation is that the needs 
people have are not subject to observation by managers or precise measure- 
ment for monitoring purposes. It is difficult, for example, to € 
employee's esteem needs, or to assess how they change over time. Further, 
simply knowing about an employee's needs does not directly suggest to manag- 
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ers what they should do with that information. As a result, there has been 
considerable interest in a motivational model that relies more heavily on careful 
measurement and systematic application of incentives. Organizational behav- 
ior modification, or O.B. Mod, is the application in organizations of the 
principles of behavior modification, which evolved from the work of B. F. 
Skinner. 4 


Law of Effect 


O.B. Mod is based on the idea that behavior depends on its consequences; 
therefore, it is possible for managers to control (or at least affect) a number of 
employee behaviors by manipulating their consequences. O.B. Mod relies 
heavily on the Law of Effect, which states that a person tends to repeat 
behavior that is accompanied by favorable consequences (reinforcement) and 
tends not to repeat behavior that is accompanied by unfavorable consequences. 
Two conditions are required for successful application of O.B. Mod—the 
manager must be able to identify some powerful consequences (as perceived by 
the employee), and then must be able to administer them in such a way that the 
employee will see the connection between the behavior to be affected and the 
consequences. 


Some professional sports have developed reward systems that appear to build on 
these principles. For example, on the Ladies’ Professional Golf Association tour, 
only those players who complete all four rounds of a tournament and have the better 
total scores collect checks when they are done. Furthermore, the winner's check is 
nearly double what the second-place finisher receives. The LPGA has identified 
money as a favorable consequence, and tied its distribution directly to the level of 
short-term performance by its members, This system presumably encourages the 
players to participate in numerous tournaments, play all four rounds, and excel. 


The Law of Effect comes from learning theory, which suggests that we learn 
best under pleasant surroundings. While cognitive theories argue that internal 
needs lead to behavior, O.B. Mod states that external consequences tend to 
determine behavior. The advantage of O.B. Mod is that it places a greater 
degree of control (and responsibility) in the hands of the manager. Several firms 
have used various forms of behavior modification, including Frito-Lay, 
Weyerhaeuser, and B. F. Goodrich. 


Alternative consequences 


reinforcement provides a favorable consequence that encourages repetition ofa 


quality work again. The 
employee's correct be! reinforcement always should be contingent on 
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An example of positive reinforcement is the experience of Emery Air Freight with its 
containerized shipping operations. !5 The company’s practice is to consolidate small 
packages into large containers in order to reduce handling and shipping costs. The 
standard is for 90 percent of small packages to be shipped in large containers, but an 
audit at various locations showed that actual use was about 45 percent. Further 
study showed that workers were properly trained and reasonably cooperative, but 
they were not motivated to meet the standard. 

To improve performance, management applied a program of positive reinforce- 
ment. It trained supervisors to give daily performance feedback, recognition, and 
other rewards. In the first test office, performance went to 95 percent the first day. 
As the program was applied in other offices, their performance also went to 90 
percent or better, most of them increasing to standard within a single day. The 
effective results continued for the four years covered in the study. The regular 
feedback and recognition gave workers consequences that strongly influenced their 
behavior. In this instance positive reinforcement scored a notable success. 


Shaping occurs when reinforcements are successively given as one comes 
closer to the desired behavior. Even though the completely correct behavior 
does not yet occur, it is encouraged by giving reinforcement for behavior in the 
desired direction. Shaping is especially useful for teaching complex tasks. 


An illustration of shaping is the training procedure used by a supervisor in a retail 
store. The store was so small that it had no centralized training program for sales 
clerks, so all sales training was a responsibility of the supervisor. In the beginning a 
new salesclerk did not know how to deal with customers effectively, so the supervisor 
explained the proper sales procedure. The supervisor observed the clerk's behavior, 
and from time to time when the clerk showed improved behavior in some part of the 
procedure, the supervisor expressed approval and encouraged the employee. This 
was favorable recognition for the employee, so it helped shape behavior in the 
correct direction. 


Negative reinforcement occurs when behavior is accompanied by removal of 
an unfavorable consequence; therefore, it is not the same as punishment, which 
normally adds something unfavorable. Consistent with the Law of Effect, 
behavior responsible for the removal of something unfavorable is repeated 
when that unfavorable state is again encountered. An example of negative 
reinforcement is the experience of a jet aircraft mechanic who learned that if 
she wore noise suppressors over her ears, she could prevent discomfort from 
the jet engine noise; this reinforcement encouraged her to wear the proper 
noise equipment. , 

Punishment occurs when an unfavorable consequence accompanies and 
discourages a certain behavior. Although punishment may be necessary to 
discourage an undesirable behavior, it has certain limitations. A major one is 
that punishment only discourages an undesirable behavior; it does not directly 
encourage any kind of desirable behavior. !^ Further, since the punisher is also 
the person who offers reinforcement at other times, the two roles become 
confused, which may reduce the punisher's effectiveness when offering future 
reinforcements. Also, people who are punished may become confused about 
what specific part of their behavior is being punished, so it is possible that some 
desirable behaviors may be discouraged. 


116 


Extinction 


Continuous 


Partial reinforcement 


PART 2 Motivation and reward systems 


Extinction may occur when there are no significant consequences for a 
behavior. Learned behavior needs to be reinforced in order to occur in the 
future. If no reinforcement occurs, the behavior tends to diminish through lack 
of reinforcement. In one instance an employee made three suggestions to her 
supervisor over a period of several weeks. The supervisor did not reject the 
suggestions or accept them or do anything else. The suggestions just disap- 
peared in the bureaucratic maze. Needless to say, the employee's suggestion- 
making behavior was extinguished by the lack of consequences. In this case the 
supervisor probably did not intend to cause the extinction, but in other cases 
extinction is used as a conscious strategy. Then alternative responses that are 
desired can be reinforced to change behavior. 

It would be naive to conclude that supervisors can gain the benefits of 
extinction by simply ignoring undesirable employee behaviors, however. 
There are many other sources of need satisfaction inside and outside the 
workplace, and many of these are beyond the supervisor's control. Managers 
can generally achieve more favorable results by actively manipulating the 
favorable or unfavorable consequences of a behavior. 


Schedules of reinforcement 


Before various types of consequences can be applied, managers should monitor 
employee behavior to learn how often, or how well, it is now being done. The 
frequency of the behavior creates a baseline, or standard, against which im- 
provements can be compared. Then the manager can select a reinforcement 
schedule, which is the frequency with which the chosen consequence accom- 
panies a desired behavior. 

Reinforcement may be either continuous or partial, as shown in Figure 5-7. 
Continuous reinforcement occurs when a reinforcer accompanies each correct 
behavior by an employee. In some instances, this level of reinforcement may 
be desirable to encourage quick learning, but in the typical work situation it 
usually is not possible to reward an employee for every correct behavior. An 
example of continuous reinforcement is payment of employees for each accept 
able item that they produce. 

Partial reinforcement occurs when only some of the correct behaviors are 
reinforced. Learning is slower with partial reinforcement than with continuous 
reinforcement. However, a unique feature of partial reinforcement is that 
learning tends to be retained longer when it is secured under conditions ° 
partial reinforcement. 

There are four types of partial-reinforcement schedules: fixed-interval, vati- 
able-interval, fixed-ratio, and variable-ratio schedules. These offer a variety ? 
reinforcement approaches. 


FIXED INTERVAL A fixed-interval schedule provides a reinforcement after ? 
certain period of time. A typical example is a paycheck that arrives every tV? 
weeks. Except in very unusual circumstances, employees can depend on 
check arriving on a certain day every two weeks. 
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REINFORCEMENT SCHEDULE EXAMPLE 
1 Continuous. Reinforcement A pi ite of 10 is pai 
accompanying each correct behavior meson Eod seio “beg 
2 Partial. Reinforcement following only 
some of the correct behaviors 
a Time intervals 
o Fixed interval. Reinforcement after a A paycheck arrives every two weeks. 
certain period of time 
ü Variable interval. Reinforcement after The safety department makes safety checks 
a variety of time periods of every department four times a year on 
i a random basis. 
| b Ratio 
CURE sj o Fixed ratio. Reinforcement after a Sales employees are given a bonus after 
i hy ig certain number of correct responses every fifth automobile sold. 
Wa fo E J o Variable ratio. Reinforcement after a There is a lottery for employees who have 
orcement variable number of correct not been absent during the week. 
Schedules responses 
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Another example comes from the experience of a major airline.!7 It had five 
telephone reservation offices with over 1500 employees and it needed to motivate 

j those employees to encourage callers to make actual flight reservations. The com- 
pany chose a fixed-interval reinforcement along with supervisory improvements. It 
kept records of the percentage of callers who made flight reservations and then fed 
back this information daily to each employee. The results were excellent. The ratio 
of reservations to calls increased from only 1 in 4 to 1 in 2. 


VARIABLE INTERVAL Variable-interval schedules give reinforcement after a 
variety of time periods. Usually the variations are grouped around some target, 
or average, period of reinforcement. An example is one company’s policy of 
making safety inspections of every department four times a year in order to 
encourage compliance with safety regulations. The inspections are made on a 
random basis, so the intervals between them vary. 


FIXED RATIO Fixed-ratio schedules occur when there is reinforcement after a 
certain number of correct responses. An example is payment of sales bonuses 
after a certain number of large items (such as automobiles) are sold. In one 
automobile agency, sales personnel are given a bonus after every fifth car sold. 
This bonus is an encouragement to sell more cars, especially when employees 
reach a point where they already have sold three or four and need only two or 


one more to earn the bonus. 


VARIABLE RATIO A variable-ratio schedule is a reinforcement after a variable 
number of correct responses, such as reinforcement after 19, 15, 12, 24, and 17 
E responses. This type of reinforcement schedule provokes much interest and is 
preferred by employees for some tasks. It tends to be the most powerful of all 
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the reinforcement schedules. An interesting fact is that slot machines and a 
number of other gambling devices operate on a variable-ratio schedule, so 
gamblers experienced the power of this reinforcement schedule before it was 
isolated and studied by behavioral scientists. 


Interpreting behavior modification 


The major benefit of behavior modification is that it encourages managers to 
analyze employee behavior, explore why it occurs and how often, and identify 
specific consequences that will help change it when they are applied systemat- 
ically. Application of this process often encourages effective supervisors to 
devote more time to monitoring employee behaviors.!9 Performance feedback 
and recognition are often parts of this strategy because they tend to be widely 
desired, and therefore are strong reinforcements. General guidelines for a 
behavior modification strategy are shown in Figure 5-8. When specific behav- 
iors can be identified and desired reinforcements are properly applied, behav- 
ior modification can lead to substantial improvements in specific areas such as 
absences, tardiness, and error rates. 


Collins Food International used behavior modification with clerical employees in its 
accounting department.!® One of the items selected for modification was billing 
error rates. Management measured existing error rates and then met with employ- 
ees to discuss and set goals for improvement. It also praised employees for reduction 
of errors, and it reported error results to them regularly. Employees in the accounts 
payable department responded by reducing error rates from more than 8 percent to 
less than 0.2 percent. 


Behavior modification also worked well in hospital jobs such as admitting patients, 
keeping medical records, and billing patients. For example, average time used to 
admit a patient was reduced from 44 to 14 minutes, and clerical costs per admission 
dropped from $15.05 to $11.73.20 


Behavior modification has been criticized on several grounds, including its 
philosophy, methods, and practicality, Because of the strong power of desired 
consequences, behavior modification may effectively force people to change 
their behavior. In this way it manipulates people and is inconsistent wit 
humanistic assumptions discussed earlier that people want to be autonomous 


© Identify exact behavior to be modified. 

© Use positive reinforcement whenever possible. 

© Use punishment only in unusual circumstances and for specific behaviors. 
a Ignore minor undesirable behavior to allow its extinction. 

o Use shaping procedures to develop correct complex behavior. 


© Minimize the time between the correct response and reinforcement. 
© Provide reinforcement frequently. 
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and self-actualizing. Some critics also fear that behavior modification gives too 
much power to the managers, and they raise the question: Who will control the 
controllers? 

Other critics say that behavior modification insults people's intelligence. At 
the extreme, people could be treated like rats in a training box when in fact 
they are intelligent, thinking, self-controlled individuals who are capable of 
making their own choices and perhaps motivating themselves. Another prob- 
lem is that behavior modification has limited applicability to complex jobs. For 
example, it is difficult to identify specific behaviors in the jobs of corporate 
lawyers, flight attendants, or chief executive officers and reinforce them. This 
challenge may become increasingly difficult as the U.S. economy becomes 
more and more service-based. 

O.B. Mod has basically overlooked people's cognitive (judgment and choice) 
skills and only minimally considered the influence of antecedents (i.e., cues) on 
their behavior. This has led to a more recent adaptation of the process, based 
on social learning theory.?! Social learning theory suggests that employees gain 
substantial information about how to perform by observing and imitating those 
around them. Similarly, they influence others in their environment who are 
watching them. The importance of social learning theory for motivation is that 
it reminds managers that employees do not react mechanically to their environ- 
ment, but carefully observe other people and symbols around them. As a 
result, much of their behavior is consciously chosen. This leads us to consider 
the role of goal setting in motivation, which provides important cues to employ- 
ees about what is important to the organization. 


GOAL SETTING 


Goals are targets and objectives for future performance. They have been shown 
by Locke and others to be important both before and after the desired behav- 
ior.22 When involved in goal setting, employees see how their effort will lead to 
performance, rewards, and personal satisfaction. In this way, goals effectively 
point workers in acceptable directions. Further, the attainment of goals is 
rewarding, as it helps to satisfy the achievement drive and needs for esteem 
and self-actualization. Growth needs are also stimulated, as goal attainment 
often leads individuals to set even higher goals in the future. 


Elements of goal setting 

Goal setting, as a motivational tool, is most effective when four elements are 
present. These are goal acceptance, specificity, challenge, and feedback, as 
shown in Figure 5-9. Each will be briefly described. 


GOAL ACCEPTANCE Just as in the communication process described in an 


earlier chapter, effective goals need to be not only understood but also ac- 
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cepted.?? As a minimum, supervisors need to explain the purpose behind goals 
and the necessity for them. Assigning goals to employees, however, may not 
result in their commitment to them, especially if the goal will be difficult to 
accomplish. It may be necessary for the manager to involve the employees in 
the goal-setting process to obtain acceptance. Because of its importance, an 
entire chapter will be devoted to the participative process later in the book 


sPECIFiCITY Goals need to be as specific, clear, and measurable as possible so 
that employees will know when a goal is reached. It is not very helpful to ask 
them to improve, to work harder, or "do better," because that kind of goal does 
not give them a focused target to seek. Specific goals let them know what to 
reach for, as well as allowing them to measure their own progress. 


In one instance goal setting was used with logging-truck drivers to encourage them '? 
carry loads nearer the legal capacity of their trucks.?* Under instructions to “do yout 
best,” the drivers had been carrying about 60 percent of the legal limit. After goal 
were more specifically set, performance increased to slightly over 90 percent of t 
ew and this vw perso for the next twelve months. Drivers — 
no rewards other recognition for their higher uction. Neve Ll 
SEDE Aie hime s ic poani goals by badi 
their trucks to the legal limit, so their performance was better. 


CHALLENGE Perhaps surprisingly, most employees work harder when they 
have difficult goals to accomplish rather than easy ones. Hard goals present ? 
Mana that a arisi < pansies drive within many employees ec 
must, however, achievable, of the indivi 
uide given the experience of the in 
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The motivational value of a challenge was demonstrated by a motel owner in a small 
city. Richard Fann was concerned about the time required by housekeepers to 
change the beds when they cleaned a room. The average time used was about seven 
minutes, including numerous trips around the bed to strip the sheets and replace the 
covers. Suggestions made to the housekeepers to reduce their wasted motions were 
only marginally successful in speeding up the process. Finally, Richard decided to 
stage a contest, and pit the housekeepers against each other. Not only did the 
strategy work, but the results overwhelmed him. The winning employee was able to 
change a bed in less than one minute, and do this by staying on one side! "Why 
hadn't they done this earlier?" Richard inquired. “Because you didn't challenge us,” 
they responded. 


PERFORMANCE FEEDBACK Once employees have participated in setting well- 
defined and challenging goals, they still need feedback about how well they are 
performing. Otherwise, they are "working in the dark" and have no way to 
know how successful they are. A ball team needs to know the score of the game, 
a marksman needs to see the bullet holes in the target, and the woodchopper 
needs to see the chips fly and the pile of firewood accumulate. The same can be 
said for a team on a production line or a worker in an office. Performance 
feedback tends to encourage better job performance, and self-generated feed- 
back is an especially powerful motivational tool.” 


SUMMARY 


When people join an organization, they bring with them certain drives and 
needs that affect their on-the-job performance. Sometimes these are immedi- 
ately apparent, but often they not only are difficult to determine and satisfy but 
also vary greatly from one person to another. It is useful, though, to understand 
how needs create tensions which stimulate effort to perform, and this brings 


the satisfaction of rewards. 
Four different approaches to understanding internal drives and needs within 


employees were examined. Each model makes a contribution to our under- 
standing of motivation, and all the models share some similarities. In general, 
they encourage managers not only to consider lower-order, maintenance, and 
extrinsic factors but to use higher-order, motivational, and intrinsic factors as 
haps e modification focuses on the external environment by stating that a 
number of employee behaviors can be affected by manipulating their conse- 
quences. Various alternatives for doing this include positive and negative 
reinforcement, punishment, and extinction. Reinforcement can be applied 
according to either continuous or partial schedules. 
A blending of internal and external approaches is obtained through consid- 
eration of social learning theory. Managers are encouraged to use cues, such as 
goals that are accepted, challenging, and specific, to stimulate desired em- 
ployee behavior. In this way goal setting, combined with the reinforcement of 
performance feedback, provides a balanced approach to motivation. 
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Drives Law of Effect 

Primary and secondary needs Positive reinforcement 
Maslow’s hierarchy of needs Shaping 

Herzberg's two-factor model Negative reinforcement 
Alderfer's E-R-G model Punishment 

Job content and job context Extinction 

Intrinsic and extrinsic motivation Social learning theory 
Behavior modification Goal setting 


S s ik ; 


1 Think of someone who, in the past, did an excellent job of motivating you. 
Describe how this was done. Which of the following approaches did this 
person use (either explicitly or implicitly)? 

a Lower-order or higher-order needs? 

b Maintenance or motivational factors, and which one(s)? 
c Existence, relatedness, or growth needs? 

d Behavior modification? 

e Goal setting? 

2 In your role as a student, do you feel that you are motivated more by 
Maslow’s lower-order or higher-order needs? Explain. Describe how you 
expect this to change once you graduate. 

3 Which one Herzberg factor in the two-factor model is most motivating to 
you at the present time? Explain. Is this a maintenance or motivational 
factor? 

4 It is relatively easy for a manager to manipulate extrinsic rewards. How- 
ever, describe some ways in which a manager could affect intrinsic satisfac- 
tion of an employee. 

5 Indicate the major similarities and differences between the Maslow, 
Herzberg, and Alderfer models. Then relate the four major drives to these 
models. 

6 Discuss how behavior modification operates to motivate people. Why is it 
still important to understand people's needs when using this approach? 

7 Explain the differences between negative reinforcement and punishment. 

8 Discuss the types of reinforcement schedule that various forms of gambling, 
such as bingo and blackjack, use. Identify two work situations in which the 

same reinforcement schedule could be applied. 

9 Divide the class into two groups (one in favor and one opposed) and debate 
the proposition "Behavior modification manipulates people." 

10 Can you think of any situation in which the opposite of the recommended 
goal characteristics (i.e. , assigned, vague, and easy) might work to motivate 
someone? Explain. 
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Lcecont- 

THE PIANO BUILDER? 

Waverly Bird builds pianos from scratch. He is a piano consultant to a piano 
manufacturer. He is on call and works about one week a month, including some 
travel to solve problems of customers. He also rebuilds about a dozen grand 
pianos every year for special customers; but, according to Bird, the most 
satisfying part of his life is his hobby of building pianos from the beginning. "It's 
the part that keeps a man alive," he says. The challenge of the work is what 
lures Bird onward. He derives satisfaction from precision and quality, and he 
comments, "Details make the difference. When you cut a little corner here and 
a little corner there, you've cut a big hole. A piano is like the human body; all 
the parts are important." 

Bird has a substantial challenge in making a whole piano. His work requires 
skills in cabinetmaking, metalworking, and engineering, with knowledge of 
acoustics and a keen ear for music. It requires great precision, because a tiny 
misalignment would ruin a piano's tune. It also requires versatility, ranging 
from a keyboard that is balanced to respond to the touch of a finger all the way 
to the pinblock that must withstand up to 20 tons of pressure. Bird had to make 
many of his own piano construction tools. 

Bird has built forty pianos in his thirty-four-year career. Though construction 
takes nearly a year, he sells his pianos at the modest price of a commercial 
piano. He is seeking not money but challenge and satisfaction. He says, “The 
whole business is a series of closed doors. You learn one thing, and there's 
another closed door waiting to be opened.” Bird says his big dream is to builda 
grand piano: “It is the one thing I haven't done yet and want to do. 


uestions 
rece the nature of Bird's motivation in building pianos. What are his drives and 


Would a behavior modification program affect his motivation? (Why or why 
nd wat Md be the effect of setting a goal of two pianos per year for him? 
2 How could a manufacturer of pianos build the same motivation into its employees as 


Bird has now? 


i TICIPATING STUDENT ' om 
Sos f paaa: believe that it is very appropriate for their students to partici- 
" adi in class discussions, and they invite them to do so. However, not 
i class members take advantage of this opportunity. As a consequence of their 
i ited participation, not only are their colleagues deprived of their contribu- 
ra to the pow x, but the inactive students have missed a chance to 
devel a and demonstrate their thinking and communication skills. 
icm x yourselves into small groups. Assume that you are à task team acting as 
A -À s . You have been asked to develop a motivational pro- 


ee Lt m — a nonparticipating student in your class to elicit a 
gram applied 
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substantially greater level of oral contributions (both quantity and quality). Address 
the following issues, and be ready to present your report to the rest of the class. 

2 Identify a means of developing a baseline measure of the student's current behavior. 
How frequently, and how well, is the student participating in class at this time? 

3 Analyze why the student is inaking limited contributions, taking a systems viewpoint. 
Consider factors both internal and external to the student. Is the performance 
problem one of limited ability or motivation? 

4 Create an integrated plan for motivating the student (assuming that is the cause). 
Specifically, include cues, needs, and consequences in your discussion. 

5 Critique your own plan, explaining why it still may not be effective in accomplishing 
your objectives, despite your best efforts. 
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arsha Donner, a skilled advertising specialist, worked on special projects in 

the advertising office of a large department store chain. On one occasion 
her manager assigned her Project Symposium, which would require about one-third 
of her time for the next six months or so. The project required her to work with 
various business and service organizations in the region served by the department 
store. Donner felt that she was qualified to handle Project Symposium, and she 
thought that the project would prove interesting; but she really was not enthusiastic 
about it. She felt that it would interfere with some of her other duties that were 
more important. 

Donner's supervisor recognized her attitude and on various occasions discussed 
the project with her, hoping to motivate her. After several discussions he felt that he 
was making no progress, but one day he remarked to Donner, "Marsha, do you 
realize that Project Symposium will help you meet most community leaders in this 
region? You know, your acquaintance with these people will help you with Project 
Mainstream if we ever decide to go with it." Donner had developed the unique idea 
of Project Mainstream, and she strongly wanted it to be approved. When she saw 
that her work with Project Symposium might help her with Project Mainstream, she 
immediately became motivated on Symposium. She worked hard at it for the next 
eight months, and both she and her supervisor were pleased with the results. 


The situation with Marsha Donner concerns a problem of motivation. Al- 
though Donner was cooperative and interested in her work, she really was not 
motivated until her supervisor explained the connection between her present 
work and a future challenging project that she wanted. She became motivated 
when she perceived that her work was connected with something important to 
her. This relationship is the essence of motivation. Motivated employees are 
those who see their work as helping them accomplish their important goals. In 
this chapter we discuss some contemporary motivational approaches, including 
the expectancy, equity, attribution, and macromotivation models. 


THE EXPECTANCY MODEL 


A widely accepted approach to motivation is the expectancy model, also known 
as expectancy theory, that was developed by Victor H. Vroom and has been 
expanded and refined by Porter and Lawler and others.? Vroom explains that 
motivation is a product of three factors: how much one wants a reward (val- 
ence), one’s estimate of the probability that effort will result in succes ; 

performance (expectancy), and one's estimate that performance will result in 


receiving the reward (instrumentality). This relationship is stated in the follow- 
ing formula: 


Valence x Expectancy x Instrumentality = Motivation 


Valence 


Valence refers to the strength of a person’s preference for receiving a reward. It 
is an expression of the amount of one’s desire for a goal. For example, if an 
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employee strongly wants a promotion, then promotion has high valence for that 
employee. Valence for a reward is unique to each employee, is conditioned by 
experience, and may vary substantially over a period of time as old needs 
become satisfied and new ones emerge. 

It is important to understand the difference between the implications of 
need-based models of motivation (discussed in Chapter 5) and the idea of 
valence in the expectancy model. In the first type, broad generalizations are 
used to predict where a group of employees may have the strongest drives or 
the greatest unsatisfied needs. In the expectancy model, managers need to 
gather specific information about an employee's preferences among a set of 
rewards, and continue to monitor changes in these preferences. 

Since people may have positive or negative preferences for an outcome, 
valence may be negative as well as positive. When a person prefers not 
attaining an outcome compared with attaining it, valence is a negative figure. If 
a person is indifferent to an outcome, the valence is 0. The total range is from 
—] to +1, as shown in Figure 6-1. 

Some employees will find intrinsic valence in the work itself, particularly if 
they have a strong work ethic or competence motivation. They derive satisfac- 
tion directly from their work through a sense of completion, of doing a task 
right, or of creating something. In this instance, outcomes are largely within 
the employee's own control and less subject to management's reward system. 


Expectancy 

Expectancy is the strength of belief that work-related effort will result in 
completion of a task. For example, a person selling magazine subscriptions door 
to door may know from experience that the volume of sales is directly related to 
the number of sales calls made. Expectancies are stated as probabilities—the 
employee's estimate of the degree to which performance will be determined by 
the amount of effort expended. Since expectancy is the probability of a connec- 
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tion between effort and performance, its value may range from 0 to 1. If an 
employee sees no chance that effort will lead to the desired performance, the 
expectancy is 0. At the other extreme, if the employee is highly confident that 
the task will be completed, the expectancy has a value of 1. Normally, em- 
ployee estimates of expectancy lie somewhere between these two extremes. 

One of the forces contributing to effort-performance expectancies is the 
individual's self-efficacy.* This is the belief that one has the necessary ca- 
pabilities to perform a task, fulfill role expectations, or meet a challenging 
situation successfully. Employees with high levels of self-efficacy are more 
likely to believe that exerting effort will result in satisfactory performance. This 
creates a high expectancy assessment. 

In contrast to high self-efficacy, some employees suffer from the imposter 
phenomenon.? Imposters believe that they are not really as capable as they 
appear to be, and consequently fear that their incompetence will be revealed to 
others. They are filled with self-doubt, afraid to take risks, and seldom ask for 
help. Because they believe they lack the necessary competence, they are also 
likely to doubt that any amount of effort will result in high performance. 
Impostors, therefore, will predictably have low expectancy assessments for 
themselves. 


Instrumentality 


Instrumentality represents the employee's belief that a reward will be received 
once the task is accomplished. Here the employee makes another subjective 
judgment about the probability that the organization values the performance 
and will administer rewards on a contingent basis. The value of instrumentality 
effectively ranges from 0 to 1.9 If an employee sees that promotions are based 
on performance data, instrumentality will be rated high. However, if the basis 
for such decisions is unclear, a low estimate will be made. 


How the model works 


The product of valence, expectancy, and instrumentality is motivation.” It is 
defined as the strength of the drive toward an action. Here is an example of the 
expectancy model in operation: 


Marty Fulmer, age thirty-one, works as a welder in a large factory. Fulmer has ver 
strong desires (high valence) to be in white-collar Nui Eden of his present job, 
which he no longer enjoys. " 
Fulmer recognizes that good welding will result in formance apprais? 
by his supervisor (high expectancy) However, all scri jobs in the plant 
require a college degree, and Fulmer has only a high school diploma. Because of 
barrier, Fulmer's instrumentality estimate is low. Being a good welder will not 
result in promotion to the desired position. Despite his strong desire for somethings 
he sees no viable way to achieve it and, therefore, is not motivated to perform his 
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The three factors in the expectancy model may exist in an infinite number of 
combinations, eight of which are illustrated in Figure 6-2. The multiplicative 
combination that produces the strongest motivation is high positive valence, 
high expectancy, and high instrumentality (situation 1 in the figure). If desire 
for a reward is high but either of the probability estimates are low, then 
motivation will likely be moderate, at best (situations 2 or 3). If both expectancy 
and instrumentality are low, then motivation will be weak even if the reward 
has high valence (situation 4). 

A special case occurs when valence is negative (situations 5 to 8). For 
example, some employees would prefer not to be promoted because of the 
stress, loss of'overtime pay, or additional responsibilities they would bear. 
Where promotion has a negative valence, the employee will try to avoid 
earning it. The strength of avoidance behavior depends not only on the nega- 
tive valence but on the expectancy and instrumentality factors as well. 

Through experience, people learn to place a different value on the rewards 
available to them and also on the varying levels of rewards offered. They also 
develop expectancy and instrumentality estimates through direct experiences 
and observations. As a consequence, employees perform a type of cost-benefit 
analysis for their own behavior at work. If the estimated benefit is worth the 
cost, then employees are likely to apply more effort. 


THE ROLE OF PERCEPTION Reaction to rewards is filtered by perception, 
which is an individual's own view of the world. People perceive their environ- 
ment in an organized framework that they have built out of their own experi- 
ences and values. Their own problems, interests, and backgrounds control 
their perception of each situation. Essentially, each individual is saying, "I 
behave according to the facts as I see them, not as you see them. My needs and 
wants are paramount, not yours. I act on the basis of my perception of myself 
and the world in which I live. I react not to an objective world, but to a world 
seen in terms of my own beliefs and values." 


b e dem uro os PN 


SITUATION VALENCE EXPECTANCY INSTRUMENTALITY MOTIVATION 

1 High pos. High High Strong motivation 

2 High pos. High Low Moderate motivation 
3 High pos. Low High Moderate motivation 
4 High pos. Low Low Weak motivation 

5 High neg. Low Low Weak avoidance 

6 High neg. High Low Moderate avoidance 
7 High neg. Low High Moderate avoidance 
8 High neg. High High Strong avoidance 
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Since perceptions are strongly influenced by personal values, managers 
cannot motivate merely by making rational statements about the intended 
value of rewards or their likelihood of being received. People insist on acting 
like human beings rather than rational machines. We must accept them as the 
emotional beings they are and motivate them in their individual ways. We 
cannot easily persuade them to adopt the motivational patterns we want them 
to have. We always motivate people in terms of their needs, not ours. 


DIFFERENT PERCEPTIONS Since perception is an individual experience, there 
can be two or more views of the same situation. As shown in the cartoon in 
Figure 6-3, two people may view the depth of the snow in two different ways. 
Snow depth is an objective fact that can be measured, but most human 
situations are complex and not measurable. This fact makes motivation es- 
pecially difficult unless we try to understand the perceptions of other people. 
The results of our attempts are sometimes startling, as illustrated here: 


One of the authors was surveying employee reactions to a new work schedule that 
gave workers wide latitude in setting their daily hours. Most responses to a question 
regarding their new flexibility were highly positive. One woman, however, report 


THE FAMILY CIRCUS, By Bil Keane 


"This is nothing. When | was your age we had 
snow that came all the way up to here on me." 
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that she had no flexibility. When asked to explain her curious response, she stated 
that she had to be home at 3:20 P.M. every day to welcome her children home from 


school. Consequently, she perceived that the new system offered no flexibility, and 
indeed it did not—for her. 


THE IMPACT OF UNCERTAINTY If we accept the expectancy model, it follows 
that in order to motivate a person we can pursue two paths. First, we can 
recognize and attempt to affect the employee's perception of the rewards—the 
valence and probability of receipt. Second, we can work to strengthen both the 
actual value of the rewards and the connections between effort and perform- 
ance as well as performance and rewards. 

The connection between effort and ultimate reward is often uncertain. There 
are so many causes and effects in a situation that rarely can an employee be sure 
that a desired reward will follow a given action. In addition, there are both 
primary and secondary outcomes. The primary outcomes result directly from 
an action. Then the secondary outcomes follow from the primary ones. For 
example, as shown in Figure 6-4, an employee secures more training and 
eventually earns the primary outcome of a promotion and the pay that goes 
with it. Then secondary outcomes follow. The promotion brings more status 
and recognition from associates. The higher pay allows the employee and family 
to purchase more products that they want. The result is a complex and variable 
series of outcomes from almost any major action. 

Another cause of outcome uncertainty is that many outcomes are controlled 
by others and the employee cannot be sure how they will act. In the case of the 
employee who is seeking a promotion, both the promotion and the higher pay 
are given by management, and the higher status is given by one's associates. 
This second-party relationship often creates great uncertainty. 

Since the expectancy model depends on the employee's view of the rela- 
tionship between effort, performance, and rewards, often a simple, straightfor- 
ward incentive is more motivating than a complex one. The complex one may 
involve so much uncertainty that the employee does not sufficiently connect 
the desired work behavior with a valued reward. The simple incentive, on the 
other hand, offers a practical course of action that the employee can picture and 
understand; therefore, it carries higher values for expectancy and instrumen- 


tality. 


Interpreting the expectancy model mi 
xpectancy l is a valuable tool for helping managers ink about the 
tt — which motivation occurs. In this model, employees 
do not simply act because of strong internal drives, unmet needs, or the 
ication of rewards and punishments. Instead, people must be viewed as 
thinking individuals whose beliefs, perceptions, and probability estimates pow- 
erfully influence their behavior. It is a model that values human dignity. 
The approach also encourages managers to design a motivational 
climate that will stimulate appropriate employee behavior. Managers are en- 
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FIGURE 6-4 


Operation of the 
expectancy model 


couraged to communicate with employees, asking them three kinds of ques- 
tions: "What rewards do you value? Do you believe your effort will result in 
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In addition, reliable measures of valence, expectancy, and instrumentali 
need to be developed. There is a special need to develop measures d 
managers can use in actual work settings. When possible, managers need to 
learn both what employees perceive and why they hold those valence, expec- 
tancy, and instrumentality beliefs. 


One research study examined the rewards that salespeople value, and found that a 
two-step procedure was a useful method for assessing valence.’ Respondents first 
ranked the rewards offered from 1 to 12 and then valued them all on thermometer 
scales (with the best anchored at 100 points). Compared with two other methods, this 
technique required the least time and was the most acceptable to the respondents. 
eT ann ae T PROE ejerpoctaney 


The model also needs to be made more complete while still remaining 
practical enough for managers to use. Recent indications are that some addi- 
tional factors can be added to it to better explain employee behavior. For 
example, there are often several different rewards available to employees. The 
valence of each must be assessed and combined with the others to estimate the 
total motivational force for each employee. As another example of a possible 
addition, motivated employees must be provided with the opportunity to 
perform (refer back to Figure 5-1). 

In addition, other factors may complicate the process of predicting moti- 
vation.9 Some employees may look beyond short-term rewards to future 
payoffs; others may feel indebted to their employer for past favorable treatment 
and perform well out of a sense of obligation. Others may lack job alternatives 
and perform acceptably because of fear of losing their employment. Other 
employees may simply have very high energy levels or be very talented. 

The model raises some fundamental questions: Is it so complex that manag- 
ers will tend to use only its highlights and not explore its details and implica- 
tions? Will other managers ignore it altogether? Many managers in operating 
situations do not have the time or resources to use a complex motivational 
system on the job. However, as they begin to learn about it, perhaps they can 
use parts of it. 

However, the expectancy model does blend easily with behavior modifica- 
tion. A manager can use the acquired information about employee perceptions 
of valence to select those rewards which, when applied systematically, will 
have a predictable effect on employee behavior. The model is also related to a 
number of other important managerial practices, including management by 


objectives and goal setting. 


COMPARISON MODELS 


The previous discussions of motivational models have viewed the employee as 
an individual, virtually independent of other employees. As pointed out in 
Chapter 1, however, employees work in a social system in which each is 
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dependent to some degree on the others. Employees interact with each other 
on tasks and on social occasions. They observe each other, judge one another, 
and make comparisons. The next two models to be discussed build on this 
notion of comparison to add new dimensions to our overall understanding of 
employee motivation. They are the equity and attribution models. 


The equity model 


Most employees are concerned about more than just having their needs satis- 
fied; they also want their reward system to be fair. This issue of fairness applies 
to all types of rewards— psychological, social, and economic—and it makes the 
managerial job of motivation much more complex. J. Stacy Adams's equity 
theory states that employees tend to judge fairness by comparing their relevant 
inputs and contributions on the job to the rewards they receive, and also 
comparing this ratio to those of other people (see Figure 6-5).!° Consistent with 
the psychological contract discussed in Chapter 3, they analyze the fairness of 
their own "contract," and then compare their contract with those of other 
workers, and even with those of others in the community and society. Fairness 
of rewards may even be judged in comparison to relatively arbitrary criteria like 
age, as this example shows: 


Irene Nickerson is a supervisor in a large public utility. For several years, her 
friends told her she could consider herself successful when her salary (in thousands 
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of dollars) surpassed her age. One year, at age thirty-four, she received a substantial 
salary increase that placed her income at $33,865. She was frustrated, incensed, and 
demoralized for weeks afterward! For an extra $135, the company could have 
matched her equity expectations and produced a motivated employee. 


Pay was a symbolic scorecard by which Nickerson compared her outputs with 
her inputs (since she included age with her other inputs of education, experi- 
ence, and effort). Her reaction is only one of the three combinations that can 
occur from social comparisons—equity, overreward, and underreward. If em- 
ployees perceive equity, they will continue to contribute at about the same 
level. Otherwise they will experience tension that will create the motivation to 
reduce the inequity. The resulting actions can be either physical or psychologi- 
cal, and internal or external. 

If employees feel overrewarded, equity theory predicts that they will feel an 
imbalance in their relationship with their employer and seek to restore that 
balance. They might work harder (shown as an internal and physical response 
in Figure 6-6), they might discount the value of the rewards received (internal 
and psychological), they could try to convince other employees to ask for more 
rewards (external and physical), or they might simply choose someone else for 
comparison purposes (external and psychological). 

Workers who feel they have been inadequately rewarded seek to reduce 
their feelings of inequity through the same types of strategies, but some of their 
specific actions are now reversed. They might lower the quantity or quality of 
their productivity, they could inflate the perceived value of the rewards re- 
ceived, or they could bargain for more actual rewards. Again, they could find 
someone else to compare themselves (more favorably) with, or they might 
simply quit. In any event, they are reacting to inequity by bringing their inputs 
into balance with their outputs. This allows managers to predict part of their 
employees' behavior through understanding when, and under what conditions, 


workers will experience inequity. 
For example, a guest at a resort hotel left her camera at the information counter 


i hopping for the afternoon. The clerk placed the camera under the 
Wee be Pierre When the guest returned, the camera was missing. The 
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clerk called the manager, who eventually gave the guest a $275 credit for the value 
of the camera. Upon investigation, the manager determined that twenty-seven 
employees had access to the camera's storage place during the time it was there. He 
then announced that he would deduct $10 from each of their paychecks to help pay 
for the camera, although he agreed to return the charge if the thief confessed and 
paid the $275. 

The affected employees were angry and upset. They felt that they were being 
treated unfairly because they had not taken the camera but were being required to 
pay for someone else's theft. Most of them resented the fact that their honesty had 
been questioned. Three employees resigned immediately because of the incident, 
and two others said they would leave as soon as they could find new jobs. Dissatisfac- 
tion and antimanagement attitudes increased, and performance declined noticeably. 
As stated by one of the employees, "If they are going to give us shabby treatment, 
then that's what we will give their guests." The employees experienced inequity, and 
that created a strong (and unfortunately negative) tension within them. 


INTERPRETING THE EQUITY MODEL An understanding of equity should re- 
mind managers that employees work within several social systems. Studies 
indicate that employees actually select a number of reference groups both 
inside and outside the organization.!! Employees are also inclined to shift the 
basis for their comparison to the standard that is most favorable to them. 
Educated people often inflate the value of their education, while employees 
with longer service favor seniority. Other employees choose somewhat higher 
(economic) groups as their reference. Many employees have strong egos and 
high opinions of themselves. Consequently, all of these factors (multiple refer- 
ence groups, shifting standards, upward orientation, and personal egos) make 
the task of predicting when inequity will occur somewhat complex. 

In general, equity theory has generated extensive research, with many of the 
results being supportive.!? In particular, underreward seems to produce moti- 
vational tension with predictable consequences, with less consistent results for 
the overreward condition. This may be reconciled by the idea of equity sen- 
sitivity, which suggests that individuals have different preferences for equity, 
with some preferring overreward, some conforming to the traditional equity 
model, and others preferring to be underrewarded. 13 Identifying which em- 
ployees fall into each class would help managers predict who would experience 
inequity and how important it would be in affecting their behavior. 

Similar elements—effort (inputs) and rewards (outputs)—can be seen when 
comparing the equity and expectancy models. In both approaches, perception 
plays a key role, again suggesting how valuable it is for a manager to gather 
information from employees instead of trying to impose perceptions onto them. 
The major challenges for a manager using the equity model lie in measurin£ 
employee assessments of their inputs and outputs, identifying their choice of 


neces and evaluating their perceptions of those persons’ inputs and out- 
puts. 


The attribution model 


A recent addition to the motivational literature is attribution theory. Attribu- 
ry. ; 
tion is the process by which people interpret the causes of their own and others 
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behavior. It stems from the work of Fritz Heider and has been expanded and 
refined by others.!4 Its value lies in the belief that if we can understand how 
people assign causes to what they see, we will then be better able to predict 
and affect their future behavior. 

Two basic distinctions underlie the approach, as shown in Figure 6-7. The 
first is whether people tend to point toward the environment (situation) or 
personal characteristics as causal factors for their performance. The second 
requires an assessment as to whether those factors are perceived to be rela- 
tively stable or unstable. The combination of those two assessments results in 
four different potential explanations for an employee's performance on a task— 
ability, effort, difficulty of the task, or luck.!° 


For example, after each professional football game, the head coach sits down with 
the assistant coaches and grades each player's performance. After doing so, the 
coach must also determine whether it was the result of superior or inferior ability, 
greater or lesser effort, an experienced or inexperienced opponent, or good or bad 
luck. Since these are subjective assessments, we are interested in what affects the 


choice of explanations. 


One important factor is whether we are evaluating our own behavior or 
interpreting another's. In general, people tend to overestimate the influence of 
personal traits when assessing their own successes, and to attribute others’ 
achievements to good luck or easy tasks.'® The process is reversed for failures, 


Stability 


Situational 


140 


Perceptual set 


Self-fulfilling 
prophecy 


FIGURE 6-8 
Different attributions 


of an employee's 
behavior 


PART 2 Motivation and reward systems 


as shown in Figure 6-8. In that case people tend to assign situational causes for 
their own limited performance, but assume that someone else failed to try hard 
enough or simply lacked the overall ability to succeed. These attributional 
tendencies accent the existing role differences between managers and employ- 
ees. 17 


Consider again the case of Marsha Donner at the beginning of this chapter. At the 
conclusion of the project, she might appraise her work as successful, see it as 
consistent with her overall work performance, and conclude that she has exceptional 
ability (thus reinforcing her competence drive). Her manager may be equally 
satisfied with the quality of Project Symposium, agree that it reflects her usual level 
of performance, but conclude that the tasks assigned to her have been too easy (and 
thus not praise her). What will happen to her future motivation? 


Attributions such as those made by Marsha and her manager illustrate the 
effects of perceptual set; that is, people tend to perceive what they expect to 
perceive. For this reason perceptual set sometimes causes us to misread a 
situation and only "see" what we expect to see. Managers, therefore, need to 
be aware of their own perceptual sets-and the effects of these sets on their 
interaction with others. Similarly, they need to be aware of their employees 
perceptual sets in order to understand their workers better. 

The relatively passive idea of perceptual set extends into the behavior of 
individuals when we witness the power of the self-fulfilling prophecy, or the 
“Pygmalion effect.” The self-fulfilling prophecy suggests that a manager's ex- 
pectations for an employee will cause the manager to treat the employee 
differently and that the employee will respond in a way that confirms the initial 
expectations.! For example, if a supervisor is told that a new employee is 
competent, the supervisor is more likely not only to perceive that competence 
but also to provide opportunities for the employee to demonstrate competence 
on the job. The supervisor then attributes the task performance to the em- 
ployee’s ability. This shows how important perceptual set and the self-fulfilling 
prophecy can be in reversing the natural attributional tendencies discusse 
earlier. !9 


One supervisor's experience shows the roles that perceptual sets and self-fulfilling 
expectations can play. One of his machinists strongly wanted three days of vacation 
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in order to go deer hunting. Since the department was so rushed that it was even 
working overtime every Saturday, the supervisor would not give him time off. 

The machinist also had a record of tardiness. One morning he arrived thirty 
minutes late, The harassed supervisor, without giving much thought to his words, 
higries i: the employee with three days off without pay if he was tardy again that 
month. 

Guess who was tardy the next morning? You are correct. The machinist perceived 
the "threat" as an opportunity to go on his desired deer hunt. The supervisor saw no 
other choice than to give the machinist a disciplinary penalty of three days off 
without pay. In this way, management policies were applied and the machinist 
Borne his goal of going deer hunting, but the needed work was not done on 
schedule. 


APPLICATIONS OF ATTRIBUTION The attributional model can be easily inte- 
grated with our earlier discussion of other motivational approaches. For exam- 
ple, achievement-oriented persons may claim that their accomplishments are 
the direct result of their high level of effort. Competence-driven employees are 
more likely to believe that they have a high level of general ability. Although 
goals are most motivational when they are challenging, employees will examine 
them closely to determine if they are too difficult to attain. 

In conjunction with the expectancy model, an employee who fails on a task 
may feel that the environment prevents success and, therefore, may reduce the 
level of future effort. Users of behavior modification are cautioned to consider 
carefully their response to an employee's successful performance. A manager 
may assume it was due to luck or an easy task and withhold appropriate 
recognition. The employee, who believes that success was the result of ability 
or effort, may experience a decline in motivation for the lack of a reward. 

Managers might benefit from greater awareness of their own attributional 
process and how it affects their behavior toward employees.?? They could also 
seek to reinforce among subordinates the belief that success is due to the 
workers' own efforts (effort-performance expectancies) and abilities, while dis- 
couraging the employee attribution that failure is due to task difficulty or luck. 
Simple attributions should be avoided, since employee behavior is also partly 
determined by the task, social context, and environment, as outlined in Chap- 


ter 1.?! 


INTERPRETING MOTIVATIONAL 
MODELS 


Several motivational models have been presented in Chapters 5 and 6. All the 
models have strengths and weaknesses, advocates and critics. No model is 
perfect, but all of them add something to our understanding of the motivational 
process. Other models are being developed, and attempts are being made to 


integrate existing approaches. ?? ye "m 
The cognitive models are likely to continue dominating organizational prac- 
tice for some time, as indicated by the recent attention to the attribution 


model. They are most consistent with our supportive and holistic view of 
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people. However, behavior modification also has some usefulness, especially in 
stable situations with minimum complexity, where there appears to be a direct 
connection between behavior and its consequences. In more complex, dynamic 
situations, cognitive models will be used more often. In other words, the 
motivational model used must be adapted to the situation as well as blended 
with other models. 


Micromotivation 


The emphasis of the last two chapters has been on motivation on the job and 
within the firm. This kind of motivation is called micromotivation, or type A 
motivation. It focuses on motivation within one individual organization. The 
idea is to change conditions within the firm in order to increase employee 
productivity, that is, to motivate employees better. However, we cannot ignore 
the fact that firms employ whole people who live and play away from their 
work. They bring to the job many attitudes that are conditioned by their 
environment, and these attitudes influence their job performance. 


The macromotivation model 


The area of interest that focuses on environmental conditions outside the firm 
that influence job performance is basically a macromotivation model, or type B 
motivation,” This external environment may have a major influence on per- 
formance. For example, does society support work, or does it emphasize 
leisure as a primary value? Does it perceive factory workers as alienated 
moneygrubbers or as major contributors to society? Does it increase the tax 
rate as one earns more money from a promotion, thus restricting its use? All 
these environmental conditions affect the rewards one derives from work. 


Other models of motivation apply in a similar way. Using the earlier example of 
the higher tax rate following a raise, the behavior medication model predicts that 
reinforcement for better performance is reduced. In other instances society may not 
penalize workers, but it fails to reward them by giving recognition or esteem for 
their efforts. In that case, there is no reinforcement and the behavior is €X- 


Since there are two environments (inside and outside the firm) that affect 
motivation, both need to be improved for high motivation. If job conditions are 
unrewarding, motivation is likely to be weak no matter how supportive the 
external environment is. However, the reverse also applies. If environment 
conditions do not support better job performance, motivation tends to be weak, 


143 


CHAPTER 6 Motivating employees 


even when conditions on the job are favorable. Management cannot alone solve 
motivation problems. It must have society's support. 


SUMMARY 


Three additional approaches to motivation presented in this chapter are the 
expectancy, equity, and attribution models. The expectancy model states that 
motivation is a product of how much one wants something and the probabilities 
that effort will lead to task accomplishment and reward. The formula is valence 
X expectancy X instrumentality — motivation. Valence is the strength of a 
person's preference for an outcome. Expectancy is the strength of belief that 
one's effort will be successful in accomplishing a task. Instrumentality is the 
strength of belief that successful performance will be followed by a reward. 

The other motivational models specifically relate to the employee's intellec- 
tual processes. The equity model has a double comparison in it—a match 
between an employee's perceived inputs and outcomes, coupled with a com- 
parison to some referent persons' rewards for their input level. The attribution 
process examines the way people interpret behavior and assign causes to it. 
Attributions differ, depending on who is making the judgment and whether the 
behavior was successful or not. Four general attributions are made. Ability and 
effort are personal factors, while two situational explanations involve the diffi- 
culty of the task and luck. 

Cognitive models that focus on internal states and mental processes domi- 
nate thinking about motivation, but behavior modification, discussed in Chap- 
ter 5, also is useful. Most attention has been given to type A motivation 
(micromotivation), but in order to build a complete motivational environment, 
increased emphasis must be given to type B motivation (macromotivation). 


The expectancy model Equity 

Valence Attribution 
Instrumentality Self-fulfilling prophecy 
Perception Micromotivation (type A) 
Primary and secondary outcomes Macromotivation (type B) 


Discussion” 


1 Can the expectancy model be applied to your own personal motivation as a 


student? Discuss. 


2 How would you use the expectancy model in the following situations? 
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a You want two employees to switch their vacations from the summer to 
the spring so that job needs will be filled suitably during the summer. 

b You believe that one of your employees has excellent potential for promo- 
tion and want to encourage her to prepare for it. 

€ You have a sprained ankle and want a friend to walk to a fast-food 
restaurant and get you a hamburger. 

3 Name two outcomes in your job or classroom that have negative valence for 
you personally. How would knowledge of these help someone who is trying 
to motivate you? 

4 Apply the equity model to yourself as a student. How do you measure your 
inputs and outputs? Whom have you chosen as referent individuals? Do you 
feel equity? If not, how will you attain it? 

5 The text suggested that an individual's equity perceptions might be dis- 
torted. If so, how would you go about correcting or adjusting them? 

6 Think of one success and one failure experience in your life. Did your 
attribution of the causes on those occasions match the prediction of the 
attribution model? Explain. 

7 Refer back to the four drives presented in Chapter 5. Would an achieve- 
ment-oriented manager be likely to attribute failure of an employee to 
different causes than would an affiliation-oriented manager? Discuss. 

8 What are the similarities and differences between the expectancy model 
and behavior modification? 

9 What can be done to create a better macromotivational climate by 
a A manager? 

b An organization? 
c Publicly elected officials? 

10 Create a set of ten action-oriented guidelines (based on Chapters 5 and 6) 
that tell managers what they can do to motivate employees. 


WE 
me MD 

acob Arnold is an engineer in a large design engineering office. Jacob comes 
from a rural background, and his family had a sh ‘cen and ae rules. In 
order to earn his college degree, he had to work, and he paid most of his own 
expenses. 

Jacob is an intelligent and capable worker, His main fault is that he does not 
want to take risks. He hesitates to make decisions for himself, often bringing 
petty and routine problems to his supervisor or to other engineers for ? 
decision. Whenever he does a design job, he brings it in rough draft to his 
supervisor for approval before he finalizes it. 

Since Jacob is a capable person, his supervisor wants to motivate him to be 
more independent in his work. The supervisor believes that this approach will 
improve Jacob's performance, relieve the supervisor from extra routine, an 
give Jacob more self-confidence. However, the supervisor is not sure how to 8° 
about motivating Jacob to improve his performance. 
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Question 
In the role of supervisor, explain how you would motivate Jacob, using at least three 
different motivational models. Be as specific as possible. 


ARE GRADES MOTIVATORS? 

1 Each student should individually assess the valence of receiving an A in this course. 
Assign that A a valence somewhere between — 1.0 and + 1.0, using gradations of one- 
tenth (e.g., 0.8, 0.9, 1.0). 

2 Now the students should individually assess the probability (between 0.0 and 1.0) that 
the level of effort they expect to commit to this course will result in high enough 
performance to merit an A letter grade. This constitutes each student's expectancy 
score. 

3 Then the students should individually assess the probability (between 0.0 and 1.0) 
that their stellar performance in this course (an A) will substantially improve their 
overall grade point average. This represents each student's instrumentality score. 

4 They should now multiply their V, E, and I scores to produce an overall measure of 
their likely motivation (on this one task and for this "reward"). This overall score 
should fall between —1 and +1. 

5 Now the class members should share their four scores with each other in a format like 
that shown here, making particular note of the range of responses for each item. 


STUDENT NAME VALENCE EXPECTANCY INSTRUMENTALITY MOTIVATION 


Cao CO tO 


discuss the possible reasons for the variation within the class in 
each of the four scores. What are the implications of diverse scores for each of the 
variables? Assuming that you were the instructor for this course, what could you do to 


i th e motivational level of the students? 
7 a poll the Sassi obtain individual estimates of the total number of hours that each 
student will devote to this course during this term for those seeking a B letter grade. 
ith the lowest, and the individual with the highest, hourly 
both of them with regard to their feelings of squlty or 
i itv. What are the positive and negative implications from experiencing this type 
M nbquity? How could the feelings of inequity be resolved? 
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[-F or twenty-four years Mark McCann worked as a bank teller in a small 


town. He was the senior person among three tellers, and on rare occasions 
when both bank officers were away, he was left in charge of the bank. In his 
community he was a respected citizen. He belonged to a downtown business club 
and was an elder in his church. Recently he confided to a trusted friend, "I'm looking 
for another job—just anything to get away from that bank." Further questioning 
revealed that he had been quite satisfied with his job and was still satisfied except for 
one event. Because of a local labor shortage, one teller's position went unfilled for 
three months. Finally the bank, in desperation, recruited a young, untrained college 
man from another city. In order to get him, the bank paid him a monthly salary $25 
higher than Mark received. Mark suddenly felt bypassed and forgotten. His whole 
world had come tumbling down the day he learned of the new teller's rate. He felt 
that his community social standing had collapsed and that his self-image was de- 
stroyed. The employee he was training was earning $25 more! 


This case illustrates how economic rewards are important to employees and 
how pay relationships carry immense social value. Management has not always 
recognized their social importance to workers. In the nineteenth and early 
twentieth centuries employees were supposed to want primarily money; there- 
fore, money was believed to produce direct motivation—the more money 
offered, the more motivation. Roethlisberger and his followers successfully 
buried this idea by showing that economic rewards operated through the 
attitudes of workers in the social system to produce an indirect incentive. 

In this chapter we discuss the complex relationship between economic 
reward systems and organizational behavior. More details about these systems 
will be found in books about compensation and human resource management; 
only their significant behavioral aspects are examined here. The focus of this 
chapter is on money as a means of rewarding employees, motivational models 
applied to pay, cost-reward comparisons, and behavioral considerations in 
performance appraisal. Then we discuss incentive pay, where each worker's 
pay varies in relation to employee or organizational performance. Finally, we 
show how incentives are combined with other parts of wage administration to 
build a complete reward system that encourages motivation. 


MONEY AS A MEANS OF REWARDING 
EMPLOYEES 


It is evident that money is important to employees for a number of reasons. 
Certainly money is valuable because of the goods and services that it will 
purchase. This is its economic value as a medium of exchange for allocation of 
economic resources; however, money also is a social medium of exchange. All of 
us have seen its importance as a status symbol for those who have it and can 
thus save it, spend it conspicuously, or give it generously. Money has status 
value when it is being received and when it is being spent. It represents to 
employees what their employer thinks of them. It is also an indication of one 
employee's relative status compared with that of other employees. It has about 
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as many values as it has possessors. Here is an example of how people respond 
differently to it: 


A manager gave two field sales representatives the same increase in pay because 
each had done a good job. One sales representative was highly pleased with this 
recognition. She felt she was respected and rewarded because the raise placed her 
in a higher income bracket. The other sales representative was angered because he 
knew the raise amounted to the minimum standard available; so he considered it an 
insult rather than an adequate reward for the outstanding job he felt he was doing. 
He felt that he was not properly recognized, and he saw this small raise as a serious 
blow to his own esteem and self-respect. This same raise also affected the security of 
the two employees in a different manner. The first employee now felt she had 
obtained more security, but the second employee felt that his security was in 
jeopardy. 


Application of the motivational models 


DRIVES A useful way to think about money as a reward is to apply it to some of 
the motivational models presented in Chapters 5 and 6. For example, golfers 
keep score (a record of their total swings) to assess their performance; achieve- 
ment-oriented employees maintain a symbolic scorecard in their minds by 
monitoring their total pay and comparing it with others'. It is a measure of their 
accomplishments. Money also relates to other drives, since it can be used to 
buy our way into expensive clubs (affiliation) and give us the capacity (power) to 
influence others, such as through our political contributions. 


NEEDS In the Herzberg model, pay is primarily viewed as a hygiene factor, 
although it may have at least short-term motivational value as well. In the other 
need-based models, pay is most easily seen in its capacity to satisfy the lower- 
order needs (like Maslow's physiological and security needs, or Alderfer's 
existence needs). However, we can easily see how it relates to other levels as 
well, like Mark McCann's esteem needs in the opening example for this 
chapter. 


ATTRIBUTION Pay also relates to the attribution model, if we assume that most 
employees want more money than they are now receiving. When evaluating 
their own successful performance, they tend to attribute it to ability or skill, 
which are legitimate bases for receiving additional rewards. When explaining 
unsuccessful results, they attribute those to overly difficult tasks or bad luck. 
These are both factors that are beyond their control and presumably would not 
be punished by the employer's withholding rewards. 


EXPECTANCY MODEL As you will recall, expectancy theory states that valence 
E. exo. x ispentts = motivation. This means that if money is 4 

as a strong motivator, then an employee must want more of it (valence), 
believe that effort will be successful (expectancy), and trust that the monetary 
reward will follow better performance (instrumentality). 
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Valence of money is not easily influenced by management. It is contingent 
upon an employee's personal values, experiences, and needs as well as the 
macromotivational environment. For example, if an employee has an indepen- 
dent income, a small increase in pay may have little valence. The same 
conclusion applies to an employee who cherishes other values and only desires 
a subsistence income. Similarly, the direct value of money to people in an 
affluent society tends to decline, since money tends to satisfy lower-order 
needs more directly than higher-order needs. However, since money has many 
social meanings to people, employees may seek it for its social value even when 
its economic value has low valence. This means that most employees do respond 
to money as a reward. 

With regard to instrumentality, many employees are not sure that additional 
performance will lead to additional pay. They see some employees deliver 
minimum performance, yet receive almost the same pay increases as high 
performers. They often see promotions based more on seniority or personal 
relationships than on performance. Instrumentality is an area where manage- 
ment has much opportunity for positive action, because it can change substan- 
tially the connection between increased performance and reward. 

The two desired conditions for instrumentality (which is closely related to 
contingent rewards under behavior modification) are shown in Figure 7-1 as 
situations 1 and 4. In each case employees can see that there is a direct 
connection between performance and reward. The undesirable states are situa- 
tions 2 and 3, where rewards are withheld from high performers or given to low 
performers. When these conditions are allowed to occur, many employees will 
at least be confused about how to perform, and may even be highly dissatisfied 
with the reward system. 


a substantial pay increase for her outstanding performance (“I think I'll try even 


LEVEL OF LEVEL OF ECONOMIC INSTRUMENTALITY 
SITUATION PERFORMANCE REWARD CONDITION 
High High Desirable 
: High Low Undesirable 
3 Low High Undesirable 
4 Low Low Desirable 
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Additional considerations in the use of money 


EXTRINSIC AND INTRINSIC REWARDS Money is essentially an extrinsic reward 
rather than an intrinsic one, so it is easily administered in behavior modification 
programs. However, it also has all the limitations of extrinsic benefits. No 
matter how closely management attaches pay to performance, pay is still 
something that originates outside the job and is only useful away from the job. 
Therefore, it tends to be less immediately satisfying than intrinsic job rewards. 
For example, the personal satisfaction of a job well done is a powerful motivator 
for many people. Economic rewards, by contrast, cannot provide all the 
needed rewards for a psychologically healthy person. 

An important task for management is how to integrate extrinsic and intrinsic 
rewards successfully. One problem is that employees differ in the amount of 
intrinsic and extrinsic rewards that they want, and jobs and organizational 
conditions also differ. Another problem occurs when employers begin paying 
employees for work they previously found satisfying, since some evidence 
indicates that payment of an extrinsic reward decreases the intrinsic satisfaction 
received.? In addition, it is difficult for managers to administer intrinsic re- 
wards on a systematic basis. These conditions suggest that what is needed is a 
contingency approach to rewards that considers needs of workers, type of job, 
organizational environment, and different rewards. Special benefits, such as 
recognition or status, are sometimes especially valuable to employees because 
they have more psychological and social meaning.* 


Some companies, like AT&T, have set up unique opportunities for employees to 
create and run “independent” businesses within the larger corporate structure.® 
The managers act as entrepreneurs, and are encouraged to take risks in establishing 
new small businesses that are jointly funded by the parent company and the 
managers. If successful, the managers then share in the extra financial rewards that 
are generated, while also enjoying the experience of achievement and the status it 
brings. Though less extreme, other companies like 3M encourage employees to 
spend up to 15 percent of their time and some corporate resources on their own pet 
projects. The potential intrinsic satisfaction from these programs is truly immense: 


EQurty Itis evident that many complex issues determine how employees will 
respond to economic rewards. There is no simple answer for employers in their 
attempt to create equitable systems. The employee's solution to this complex 
problem is a rough type of cost-reward comparison, similar to the break-even 
analysis that is used in financial assessments. The employee identifies a? 
compares personal costs and rewards to determine the point at which they are 
approximately equal, as shown in Figure 7-2.9 Employees consider all the costs 
of higher performance, such as more effort. Then they compare these costs wit 
probable rewards, both intrinsic and extrinsic. Both costs and rewards alway’ 
are valued from the individual's point of view. Management can provide the 
rewards, but the individual employee determines their value. d 
The break-even point of costs and rewards is the point at which costs 4? 
rewards are equal for a certain level of performance, as shown by point B on 
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chart. Employee performance tends to be near the break-even point but below 
it, because typically the employee does not try to be so precise as to maximize 
the cost-reward relationship. Rather, the employee tries for a satisfactory 
relationship in which rewards are relatively favorable in relation to costs. 
Performance tends to be somewhere along the line A'B'. 

In Figure 7-2 employee costs are shown rising more steeply near the highest 
level of performance to represent the additional difficulty that maximum effort 
and concentration require. Each employee's line will have a different shape, 
representing individual values. The reward line is shown as a straight line, such 
as that provided by a piece-rate system, but in most instances it rises only in 
steps after a certain amount of performance improvement occurs. If manage- 
ment can make the reward line rise more steeply by means of larger rewards, 
then the break-even point will be at a higher level of performance. 


Many salespeople work on some form of commission plan that provides them with 
periodic bonuses. In many cases, the bonuses become larger as the salesperson 
peris higher levels of performance, under the assumption that this will stretch the 
Feepleyee to excel. However, this principle is sometimes ignored, as it was by a 
provided as his reached new plateaus of sales during the month. 
Pie explanation? "I don't want my employees getting rich off of me,” he said. 


most significant one, adopted in some s 
designed so that persons in comparable jobs receive equal pay. Although this 
program, called comparable worth, is a desirable objective to strive for, the law 
has proven to be difficult for many firms to implement because of the subjec- 
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tivity involved in comparing jobs. It has been especially difficult for managers 
of smaller firms, who may lack expertise in evaluating jobs. A variety of other 
laws affecting organizational behavior, such as those that apply to equal em- 
ployment opportunity, will be discussed in Chapter 18. 


ORGANIZATIONAL BEHAVIOR AND 
PERFORMANCE APPRAISAL 


Performance appraisal plays a key role in reward systems. It is the process of 
evaluating the performance of employees. As shown in Figure 7-3, appraisal is 
necessary in order to (1) allocate resources in a dynamic environment, (2) 
reward employees, (3) give employees feedback about their work, (4) maintain 
fair relationships within groups, (5) coach and develop employees, and (6) 
comply with regulations. Appraisal systems, therefore, are necessary for proper 
management and for employee development. 

The first recorded appraisal system in industry was Robert Owen's use of 
character books and blocks in his New Lanark cotton mills in Scotland around 
1800. The character books recorded each worker's daily reports. The character 
blocks were colored differently on each side to represent an evaluation of the 
worker ranging from bad to good, and they were displayed at each employee's 
workplace. Owen was quite impressed by the way the blocks improved worker 
behavior.9 


Allocate 
resources. 


Reward 
employees. 
Give employees 
feedback. 


Maintain 
fairness. 


employees. Comply with 
equal opportunity 
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The performance appraisal system— 

o Is an organizational necessity 

o Is based on well-defined, objective criteria 

n Is based on careful job analysis 

o Uses only job-related criteria 

a Is supported by adequate studies of its reliability and validity 
o Is applied by trained, qualified raters 

a Is applied objectively throughout the organization 

o Can be shown to be nondiscriminatory as defined by law 


The social environment surrounding organizations has changed considerably 
since Owen developed his system. Federal and state laws have added to the 
complexity and difficulty of appraisal plans. For example, as shown in Figure 
7-4, criteria for compliance with equal employment laws are stringent. Man- 
agement needs to design and operate its appraisal systems carefully in order to 
comply with these laws. 


Appraisal philosophy 

A generation ago, appraisal programs tended to emphasize employee traits, 
deficiencies, and abilities, but modern appraisal philosophy emphasizes pre- 
sent performance and future goals. Modern philosophy also stresses employee 
participation in mutually setting goals with the supervisor. Thus the hallmarks 
of modern appraisal philosophy are (1) performance orientation, (2) focus on 
goals or objectives, and (3) mutual goal setting between supervisor and em- 
ployee.!? 

The underlying philosophy behind mutual setting of goals is that people will 
work harder for goals or objectives that they have participated in setting. The 
assumption is that people want to satisfy some of their needs through work and 
that they will do so if management will provide them with a supportive 
environment. Among their desires are to perform a worthwhile task, share in a 
group effort, share in setting their objectives, share in the rewards of their 
eflorts, and continue personal growth. Mutual setting of objectives helps ac- 
complish these needs. For example, employees who participate in goal setting 
for performance appraisal also show significantly better performance. As the 
saying goes, "If you know where you want to go, you are more likely to get 


there." 


The appraisal interview 

Most organizational appraisal systems require supervisors to assess employees 
on various aspects of their work performance. Regardless of the system used, 
the assessment is then communicated to the employee in an appraisal inter- 
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view. This is a session in which supervisors provide feedback to their employ- 
ees on past performance and discuss any problems that have arisen. Then they 
set objectives for the next time period, and inform employees about their 
future salaries. 

The need to perform these multiple functions in the appraisal interview 
makes it difficult for many managers. In addition, there are several behavioral 
problems inherent in the process.!! It can be confrontational, because each 
party is trying to convince the other that one view is more accurate. (These 
views are distorted by attributional tendencies, as we discussed in Chapter 5.) 
It is typically emotional, since the manager's role calls for a critical perspective, 
while the employee's desire to "save face" easily leads to defensiveness. It is 
judgmental, because the manager must evaluate the employee's behavior and 
results, and this places the employee in a clearly subordinate position. Further, 


` performance appraisals are complex tasks for managers, requiring job under- 


standing, careful observation of performance, and sensitivity to the needs of 
employees. Managers are also called upon to handle the issues that spon- 
taneously arise within the discussion itself. 

Managers sometimes fail to conduct effective appraisal interviews because 
they lack vital skills. Perhaps they failed to gather data systematically. Maybe 
they weren't specific on the expected performance improvements in the previ- 
ous appraisal. They could be reluctant to address difficult topics, or they could 
fail to involve the employee in the assessment process and discussion. Some 
managers may have grown cynical about the probability that attitudinal or 
behavioral changes will occur. A few may see appraisals as a meaningless game 
and even intentionally distort the ratings and feedback given. All of these 
factors can place powerful limits on the usefulness of the appraisal interview, 
unless it is conducted properly. 

A review of the research!? shows that appraisals are most likely to be 
successful when the appraiser: 


m Is knowledgeable about the employee's job 

m Has gathered evidence frequently about performance 

m Seeks and uses inputs from other observers in the organization 

m Sharply limits the amount of criticism (to perhaps two major items) 
m Provides support, acceptance, and praise for tasks well done 

m Allows participation in the discussion. 


The last point has been extended even further in recent approaches to the 
performance appraisal interview. Some organizations in both the private an 
public sectors include self-appraisal as a formal part of the process. '? Although 
poor performers tend to attribute their problems to situational factors, and 
many people rate themselves too leniently, these limitations are offset by the 
fact that employees are quite candid when asked to identify and compare their 
strengths and their weaknesses. In addition, self-assessments are much less 


157 


Pay varies with 
performance 


CHAPTER 7 Appraising and rewarding performance 


threatening than those received from others, and therefore provide a more 
fertile soil for growth and change. 


MANAGERIAL EFFECTS Conducting performance appraisals also has substan- 
tial impact on the appraiser. On the positive side, a formal appraisal system 
encourages managers to do more analytical and constructive thinking about 
their employees. The requirement of a face-to-face interview encourages man- 
agers to be more specific about identifying each employee's abilities, interests, 
and motivation. Managers often perceive that each employee is truly different 
and must be treated that way. For example, greater participation may be more 
appropriate when an employee is knowledgeable, has a strong independence 
need, and has demonstrated acceptable performance in the past. 

Realistically, however, managers sometimes avoid giving appraisals because 
they don’t want to disrupt an existing smooth relationship with an employee by 
providing negative feedback. It is particularly difficult to deal with low-per- 
forming employees, who may require more frequent monitoring and reviews. 
In other cases, managers simply don’t see any organizational rewards coming to 
them from the appraisal process.!* Where there is no extrinsic or intrinsic 
incentive to perform the task, managers may neglect it entirely, as in this 
example: 


Gordy, an employee in a utility, reported that for many years his supervisor would 
simply hand him a folded slip of paper with his next year’s salary written on it. This 
was the sum total of his “performance appraisal”! Only recently did the utility 
become concerned about effective organizational behavior practices and begi! 
training and rewarding its managers for appraising employees. Now Gordy enjoy: 
the benefits of open discussion of his performance and mutual goal setting. 


Even when appraisal interviews are capably conducted by managers, it is 
doubtful whether they will produce long-term performance changes by them- 
selves, The appraisal acts only as a source of feedback and a psychic reward, and 
economic incentives are still needed to obtain employee motivation. Various 
approaches will be described next, along with an assessment of their advantages 


and disadvantages. 


ECONOMIC INCENTIVE SYSTEMS 


An economic incentive system of some type could be applied to almost any job. 
The basic idea of them all is to vary an employee's pay in proportion to some 
criterion of individual, group, or organizational performance. These criteria 
could include employee production, company profit, units shipped, or the ratio 
of labor cost to sales prices. Payment may be immediate or may be delayed, as 
in a profit-sharing plan. 

Our discussion of economic incentives focuses on their behavioral implica- 
tions. We do not attempt to discuss all types of incentives or all details about 
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them. The ones selected for presentation are wage incentives, which are a 
widely used individual incentive, and profit sharing and gain sharing, which are 
popular group incentives. Finally, we show how incentives are combined with 
other parts of wage administration to make a complete pay program. 

Although most of our discussion is on long-run incentive programs, it should 
be recognized that temporary incentives also have a role to play in compensa- 
tion. Sometimes they provide just the right amount of added motivation to 
cause a desired increase in performance. Here is an example: 


A manufacturer of specialized business equipment experienced a substantial decline 
in sales for one of its models. The decline was so severe that it had scheduled a one- 
month closing of this model's production line during the Christmas season. At the 
sales manager's suggestion, the company offered to give its salespeople a new $10 
bill for each item of this model sold during the month of December. The offer was 
made in the context of an extra Christmas bonus opportunity. The response was so 
great that the production line was kept operating, and some salespeople earned over 
$4000 in bonus money paid in $10 bills. A $4000 bonus amounted to 10 to 20 percent 
of a typical salesperson's annual income. 


Incentives linking pay with performance 


There are several broad types of incentives that link pay with performance.'? 


Major ones are shown in Figure 7-5. Perhaps the most popular measure is for 
the amount of output to determine pay, as illustrated by a sales commission or à 
piece rate. It provides a simple, direct connection between performance and 
reward. Those workers who produce more are rewarded more. Often pay is 
determined by a combination quantity-quality measure in order to ensure that 
a high quality of product or service is maintained. For example, a piece rate 
usually is paid only for those pieces that meet quality standards. 

In other instances an incentive bonus is given only to those employees who 
reach established goals. For example, a bonus might be given for selling fifteen 
automobiles during a month, but there would be no bonus for selling only 
fourteen. Rewards also may be given on the basis of profit success, as in a profit- 
sharing plan. Another measure is to link pay with cost efficiency. An example is 
gain sharing, discussed later in this chapter. Regardless of the type of incentive 


INCENTIVE MEASURE EXAMPLE 
Amount of output Piece rate: sales commission 
Quality of output Piece rate only for pieces meeting the standard; commission 


only for sales that are without bad debts 
Success in reaching goals Bonus for selling fifteen automobiles (but not fourteen) 


Amount of profit Profit sharing 
Cost efficiency Gain sharing 
Employee skills Skill-based pay 


———————— á——— s 
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that is used, its objective is to link a portion of a worker's pay to some measure 
of employee or organizational performance. 


POTENTIAL ADVANTAGES Incentives provide several potential employee ad- 
vantages. A major advantage is that they increase employee beliefs (instrumen- 
tality) that reward will follow high performance. If we assume that money has 
valence to an employee, then motivation should increase. 

Incentives also appear favorable from the point of view of equity theory. 
Those who perform better are rewarded more. This kind of input-output 
balance is perceived by many people to be equitable. Further, if more pay is a 
valued reward, then incentive systems are favorable from the point of view of 
behavior modification. They provide a desirable consequence (pay) that should 
reinforce behavior. Rewards, such as sales commissions, often are rather imme- 
diate and frequent, which is consistent with the philosophy of behavior modifi- 
cation. 

Another advantage from the employee's point of view is that incentives are 
comparatively objective. They can be computed from the number of pieces, 
dollars, or similar objective criteria. Compared with a supervisor's subjective 
performance ratings, the objective approach tends to have higher acceptance 
by employees. 


POTENTIAL DIFFICULTIES With so many favorable conditions supporting in- 
centives, it seems that workers would welcome almost any incentive because of 
the rewards it could bring. However, there are difficulties that tend to offset 
some of the potential advantages. Potential equity is offset by other develop- 
ments that are perceived as inequities. In behavior modification terms, there 
are unfavorable consequences that exist alongside the favorable consequences 
of more pay, so they tend to reduce the potential advantages of incentive pay. 
When workers make their cost-reward analysis, they find that costs have risen 
along with rewards. The result may be that the break-even point has changed 
very little, if at all. The extra problems caused by the incentive may offset much 
of the economic gain expected. For example, new employees may have diffi- 
culty learning the system; other employees with declining energy may experi- 
ence a decrease in total pay; and some unions may resist the incentive idea. The 
key thought is that incentive systems produce both positive and negative 
employee consequences. Both must be evaluated in determining the desir- 
ability of an incentive system. Economic consequences are likely to be positive, 
but the direction of psychological and social consequences is less certain. 


USE OF WAGE INCENTIVES 


More pay for more production 

Basically, wage incentives provide more pay for more production. The main 
reason for use of wage incentives is clear: they nearly always increase produc- 
tivity while decreasing unit labor costs. Workers under normal conditions 
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without wage incentives have the capacity to produce more, and wage incen- 
tives are one way to release that potential. The increased productivity often is 
substantial. 


Lincoln Electric Company pioneered the development of individual wage incentives 
over fifty years ago.!6 Workers seem to enjoy the incentive system. Despite the 
pressure to be productive, employee turnover is only 6 percent a year, which is one- 
sixth the rate for comparable firms. Another example is Nucor, a builder and 
operator of steel-producing minimills. It pays weekly bonuses, based on a measure 
of acceptable production. Groups typically receive a bonus more than 100 percent 
above base pay. Turnover rates, after the start-up period, are so small that the 
company doesn't even bother measuring them. 


In order to be successful, a wage incentive needs to be simple enough for 
employees to have a strong belief that reward will follow performance. If the 
plan is so complex that workers have difficulty relating performance to reward, 
then higher motivation is less likely to develop. The objectives, eligibility 
requirements, performance criteria, and payment system all need to be estab- 
lished and understood by the participants. 17 

When incentive systems operate successfully, they are evaluated favorably 
by participants, probably because they provide psychological as well as eco- 
nomic rewards. Employees receive satisfaction from a job well done, which 
fulfills their achievement drive. Their self-image may improve because of 
greater feelings of competence. They may even feel they are making a contribu- 
tion to society by helping in its attempt to regain a productivity leadership 
position among nations. Some incentives may encourage cooperation between 
anaes because of the need for employees to work together to earn incentive 
awards. 


One of the authors visited a small assembly plant in rural Illinois. After other 
workers performed a variety of preliminary tasks, two-person crews on an incentive 
system installed a variety of hardware—hinges, braces, locks, decorative trim, and 
handles—on large pieces of furniture. The work speed of the crew that was ob- 
served seemed almost unbelievable, as the workers literally flew around their 
workstation. Their productive interaction was almost like a ballet—it was perfectly 
choreographed and wordlessly performed. They always seemed to know not only 
their individual assignment but what their partner would be doing, with only an 
occasional nod of the head needed as a signal between them. They had been given a 
fair piece rate, they had the necessary skills and tools, and they both wanted to earn 
higher pay. As a result they worked furiously for a couple of hours at a time, took 
breaks whenever they needed them, and still earned more incentive pay than any 
other team in the factory. 


Difficulties with wage incentives 


Production wage incentives furnish an example of the kinds of difficulties that 
may develop with many incentive plans, despite their potential benefits. Man- 
agement's job is to try to prevent or reduce the problems while increasing 
benefits, so that the incentive plan works more effectively. 
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The basic human difficulty with wage incentives of this type is that disrup- 
tions in the social system may lead to feelings of inequity and dissatisfaction. At 
times these disruptions are severe enough to make incentive workers less 
satisfied with their pay than workers who are paid an hourly wage, even though 
the incentive workers are earning more. 

For any wage incentive plan to be successful, it needs to be coordinated 
carefully with the whole operating system. If there are long periods when 
employees must wait for work to arrive at their workplace, then the incentive 
loses its punch. If the incentive is likely to replace workers, then management 
needs to plan for their use elsewhere so that employee security is not threat- 
ened. If work methods are erratic, then they must be standardized so that a fair 
rate of reward can be established. This is a complex process leading to many 
difficulties. 


1 Wage incentives normally require establishment of performance standards. 
Rate setting is the process of determining the standard output for each job, 
which becomes the fair day's work for the operator. Rate setters are often 
resented not only because subjective judgment is involved but also because 
they are believed to be a cause of change and more difficult standards. 


2 Wage incentives may make the supervisor's job more complex. Supervisors 
must be familiar with the system, so that they can explain it to employees. 
Paperwork increases, resulting in greater chance of error and more employee 
dissatisfaction. Relationships are compounded, and supervisors are required 
to resolve different expectations from higher management, rate setters, 
workers, and unions. 

3 A thorny problem with production wage incentives is loose rates. A rate is 
loose when employees are able to reach standard output with less-than- 
normal effort. When management adjusts the rate to a higher standard, 
employees predictably experience a feeling of inequity. 

4 Wage incentives may cause disharmony between incentive workers and 
hourly workers. When the two groups perform work in a sequence, hourly 
workers may feel discriminated against because they earn less. If the incen- 
tive workers increase output, hourly workers further along the process must 
work faster to prevent a bottleneck. The incentive workers earn more for 
their increased output, but the hourly workers do not. 

Hourly workers who precede incentive workers in the production process 
can on occasion “take it easy” and produce less with no cut in pay. But the 
incentive workers income is cut when less work is available. The same 
problem occurs if an hourly worker is absent and reduces the flow of material 
to incentive workers. Conflicts of this type are so difficult to resolve that it is 
best for management not to mix the two groups in any closely integrated 
production sequence. 

5 Another difficulty with wage incentives is that they may result in output 
restriction, by which workers limit their production and thus defeat the 
purpose of the incentive. This phenomenon is caused by several factors— 
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group insecurities that the production standard will be raised, resistance to 
change by the informal social organization, and the fact that people are not 
comfortable working always at full capacity. 

Although restriction of work tends to be more evident in factory incentive 
plans, it also exists in sales work. This is illustrated by the following situation 
involving salespeople on commission. 


Industrial equipment salespeople in one company received a substantial salary plus 
a commission of 1 percent on sales until a total commission of $20,000 was earned. 
Any commission thereafter was at 0.25 percent. Each salesperson had an annual 
quota, but annual sales often varied as much as 100 percent because of the nature of 
the product. Some salespeople worked only until their quota was earned and then 
held back, because (1) they were afraid their quota might be raised the next year and 
they did not want the strain of trying to make a difficult quota or (2) they objected to 
the commission reduction from 1 to 0.25 percent which occurred at about the same 
time their quota was reached. Others sold a little more than their quota, because 
they "wanted to look good on the record" regardless of commission rate; but then 
they held back because they feared the company would split their territory if sales 
became too high. Other salespeople tried to sell all they could all the time, re- 
gardless of incentive factors. 


PROFIT SHARING 


Profit sharing is a system that distributes to employees some portion of the 
profits of business, either immediately following the fiscal year or deferred until 
a later date. It was first tried in industry at the beginning of the industrial 
revolution, but did not become popular until after World War II. The growth of 
profit sharing has been encouraged by federal tax laws that allow employee 
income taxes to be deferred on funds in profit-sharing pension plans. 

Basic pay rates, performance pay increases, and most incentive systems 
recognize individual differences, while profit sharing recognizes mutual inter- 
ests. Employees become interested in the economic success of their employer 
when they see that their own rewards are affected by it. Greater institutional 
teamwork tends to develop. 

Young organizations working on the fringes of science have found that profit 
sharing especially is useful to give them the vigor to forge ahead of competitors. 
If they are successful, the rewards are great, and this possibility builds strong 
motivation and mutual interest among their employees. 


For example, the president of a young computer com ny in Massachusetts became 
concerned about the lack of cooperation that developed as his company grew larger: 
He commented, Different departments were becoming like little kingdoms. P 

were becoming more concerned over their own little department, its growth an 
problems, than they were about the company.”!* m 

T to encourage more cooperation, the president made an unusual a 

substantial offer to his employees. He said that if they would double sales and 
earnings during the following year, he would give all of them a free one-week trip t? 
London or Disney World. They met their goal satisfactorily, so he shut down the 
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plant and gave them their free one-week trip. Employees traveled as a group, and 
each received full pay, most trip expenses, and $100 spending money. Family 
members or guests could accompany an employee at cost. 

Employees liked the award, so the following year the president offered a trip to 
Rome for another doubling of sales and earnings. Employees again met their goal. 


In general, profit sharing tends to work better for fast-growing, profitable 
organizations in which there are opportunities for substantial employee re- 
wards. It is less likely to be useful in stable and declining organizations with low 
profit margins and intense competition. Profit sharing also is more applicable to 
managers and high-level professional people, because their decisions are more 
likely to have a significant effect on their firm's profits. Operating workers, on 
the other hand, have more difficulty connecting their isolated actions with their 
firm's profitability, so profit sharing has less appeal to them. 


Some difficulties with profit sharing 


Even in those situations where profit sharing seems appropriate, some general 
disadvantages are relevant: 


1 Profits are not directly related to an employee's effort on the job. Poor 
market conditions may nullify an employee's hard work. 

2 The lengthy time interval that employees must wait for their reward dimin- 
ishes its impact. 

3 Since profits are somewhat unpredictable, total worker income may vary 
from year to year. Some workers may prefer the security of a more stable 


wage or salary. 


The social aspects of profit sharing are just as significant as its economic and 
tax aspects, if not more so. For profit sharing to develop a genuine community 
of interest, workers need to understand how it works and feel a sense of fairness 
in its provisions. If they do not, they may resent it, as in the following situation: 


30 percent of each person's pay for the year. It was announced and given as a 
surprise with the weekly paycheck immediately preceding Christmas. Not one 
employee thanked him, and most of his employees were cool and uncooperative 


herea i have been unjustly exploiting them for years, even though they admitted 
they had been receiving more than the prevailing wage. 
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Just as workers sometimes dislike profit sharing, many unions and their 
leaders are suspicious of it. Union opposition arises basically because unions 
have very little control of the factors influencing profit, with the exception of 
labor costs. They also fear that it will undermine union loyalty, collective 
bargaining, and organizing campaigns. Profit sharing varies wage earnings from 
company to company, a fact that may conflict with union goals to establish 
uniform nationwide rates for their members. There is, however, nothing in 
profit sharing contrary to union objectives for advancing workers’ welfare. 
Many profit-sharing companies have unions representing their workers, and 
practical-minded local unions do not oppose it as long as it works. 


GAIN-SHARING PLANS 


Another useful group incentive is gain sharing (or production sharing). A gain- 
sharing plan is a program that establishes a historical base period of organiza- 
tional performance, measures improvements, and shares the gains with em- 
ployees on some formula basis. Examples of the performance factors measured 
include inventory levels, labor hours per unit of product, usage of materials and 
supplies, and quality of finished goods.!9 The idea is to pinpoint areas that are 
controllable by employees and then give them an incentive for identifying and 
implementing ideas that will result in cost savings. 


An example of gain-sharing plans is the Scanlon plan. It was developed by Joseph N. 
Scanlon at a small steel company in 1938, and it has been used in a number of other 
organizations, It is an incentive plan that pays employees for improvements in labor 
costs that are better than standard. It allocates to labor a standard labor cost based 
on experience and analysis, such as 42 percent of the total product cost or the total 
sales value of production. If the employees work more efficiently to reduce that 
percentage cost, the value of the savings is shared with workers regardless of a firm's 
profit or loss. The share usually is in proportion to actual earnings of each employee 
during the period. Figure 7-6 summarizes how the Scanlon plan bonus is calculated. 


MONTHLY BONUS CALCULATION 


Net sales for month 

Inventory increase eme 
Sales value of production $11,800,000 

Standard payroll costs (42 percent of sales value) $ 4,956,000 

Less actual payroll 4,031,000 

Gain-sharing bonus $ 925,000 


Bonus as percentage of payroll (to be distributed 
to each participant in proportion to earnings) 18.66% 


i 
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Gain-sharing plans utilize several fundamental ideas from organizational 
behavior, and are much more than pay systems. They encourage employee 
suggestions, provide an incentive for coordination and teamwork, and promote 
improved communication. Union-management relations often improve, since 
the union gains status because it takes responsibility for the benefits gained. 
Attitudes toward technological change improve because workers are aware that 
greater efficiency leads to larger bonuses. Gain sharing especially broadens the 
understanding of employees as they see a larger picture of the system through 
their participation, rather than confining their outlook to the narrow specialty 
of their job. 

The success of gain sharing is contingent upon a number of key factors, such 
as moderately small size of the unit, sufficient operating history to allow 
creation of standards, existence of controllable cost areas, and a relatively stable 
business.29 In addition, management must be receptive toward employee 
participation, the organization must be willing to share the benefits of produc- 
tion increases with employees, and the union should be favorable to such a 
cooperative effort. Managers need to be receptive to ideas and tolerant of 


criticism from employees. 


A gain-sharing program replaced a piece-rate system at Peabody Barnes, a small 
m worin o $30 million annual sales) producer of industrial pumps and 
hydraulic equipment.?! After careful design and implementation, a two-year follow- 
up study revealed a 24 percent improvement in direct labor efficiency, coupled with 
58 percent decreases in both scrap costs and warranty costs. Annual savings esti- 
mated at $500,000 resulted from 676 suggestions. Employee acceptance of the plan 
was indicated by a 95 percent vote to continue it, despite the fact that bonuses were 
earned in only one-third of the potential bonus periods. 


SKILL-BASED PAY 


In contrast to salaries (which pay someone to hold a job) and wage incentives 
(which pay for the level of performance), skill-based pay (also called knowledge- 
based pay) rewards individual employees for what they know how to do.?? They 
start working at a flat hourly pay rate, and receive increases for either develop- 
ing skill within their primary job or learning how to perform other jobs within 
their work unit. Some companies provide increases for each new job learned; 
others require employees to acquire blocks of new skills. Some skill-based pay 
systems have supervisors evaluate the knowledge and skill of new employees; 
others allow work teams to assess the progress of each trainee. 


Advantages and disadvantages 

skill-based pay systems are quite new, they have several potential 
strengths.2? They provide strong motivation for employees to develop their 
work-related skills, they reinforce an employee's sense of self-esteem, and they 
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provide the organization with a highly flexible work force that can fill in when 
someone is absent. Since workers rotate among jobs to learn them, boredom 
should be reduced. Pay satisfaction should be relatively high, for two reasons. 
First, the employee's hourly rate received (for having multiple skills) is often 
higher than the rate that would be paid for the task being performed, since only 
in a perfect system would all employees be constantly using their highest skills. 
As a result, some employees may even feel temporarily overpaid. Second, 
workers should perceive the system as equitable both in the sense of their costs 
and rewards being matched and in the knowledge that all employees with the 
same skills earn the same pay. 

Two direct costs, as well as indirect ones, accrue to the employer. Since most 
employees will voluntarily learn higher-level jobs, the average hourly pay rate 
will be greater than normal. This should be more than offset by productivity 
increases, however. In addition, a substantial investment in employee training 
must be made, especially in the time spent coaching by supervisors and peers. 
Not all employees like skill-based pay because it places pressure on them to 
move up the skill ladder. The subsequent dissatisfaction may lead to a variety of 
consequences, including employee turnover. 

Skill-based pay, like other incentive programs, works best when the organi- 
zational culture of the firm is generally supportive and trusting. The system 
should be understood by employees, they must have realistic expectations 
about their prospects for higher pay levels, and it must be possible for them to 
learn new skills and have them promptly evaluated. Under these conditions, 
the program is consistent with the other incentives discussed in this chapter, 
since it links employee pay with (the potential for) increased performance. 


A COMPLETE PROGRAM 


Rating jobs, employees, 
and the organization 


Many types of pay are required for a complete economic reward system. Job 
analysis and wage surveys rate jobs, comparing one job with another according 
to levels of responsibility. Performance appraisal and incentives rate employees 
in their performance and give them more reward. Profit sharing rates t 
organization in terms of its general economic performance and rewards em- 
ployees as partners in it. Together these three systems are the incentive 
foundation of a complete pay program, as roughly diagramed in the pay 
pyramid in Figure 7-7. Each can contribute something to the employees 
economic reward. 

The three systems are complementary because each reflects a different set of 
factors in the total situation. Base pay and skill-based pay motivate employees 
to progress to jobs of higher skills and responsibility. Performance pay is à? 
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FIGURE 7-7 

.. The pay pyramid: 
.... The makeup of 

à complete pay 
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(Vacations, pensions, unemploy- 
ment compensation, etc.) 


(Overtime, call-in pay, 
shift differential, etc.) 


(Seniority 
increases, etc.) 


Base pay 
(Internally aligned 
by job evaluation; 

determined primarily 

by market factors) 


LT ————— 


incentive to improve performance on one’s job. Profit sharing motivates toward 
teamwork to improve an organization’s performance. 

Other payments, primarily nonincentive in nature, are added to the incen- 
tive foundation. Seniority pay adjustments are made to reward workers for 
extended service and to encourage them to remain with their employer, as is 
humorously shown in Figure 7-8. If an employer asks workers to sacrifice by 
working overtime, working on their day off, or working at undesirable hours, 
the workers may be paid extra for this inconvenience. Other payments are 
given for periods when an employee does not work, such as vacations, holidays, 
jury service, and layoffs subject to guaranteed pay. 

The additions to the incentive foundation of the pay pyramid have little 
direct incentive value because they do not increase according to improved job 

. Some of these additions may result in indirect incentive through 
better attitudes. Other additions, such as seniority pay, actually may decrease 
worker incentive. It is clear that not one but many factors enter into computa- 
tion of a worker's paycheck. Some of these factors are related less to incentive 
than they are to such broad objectives as security, equity, and social justice. An 
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FIGURE 7-8 
Seniority sometimes 
imprisons an 
employee in a poor 
work situation. 


Source: The Register and 
Tribune Syndicate. Used 
with permission, 
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SIM IN THE WRONG IOB, AND THE IRONG 
PROFESSION: WITH THE WRONG COMPANY 
BUT I'VE GOT SENIORITY!" 


effective program of economic rewards is a balance of most of these factors. In 
this way a variety of employee needs are served. 


Flexible benefits 


The particular combination of economic rewards that an employer uses is 
contingent on the needs of employees, type of work, and organizational en- 
vironment. In order to serve employee needs in a better way, some organiza- 
tions provide flexible benefit programs, also called cafeteria benefit programs, 
because they allow employees to select their individual combination of benefits 
as they would select food in a cafeteria. Each employee receives a certain total 
economic allowance for a job, and then— within a range of choices available— 
the employee selects a preferred combination of individually priced economic 
rewards that use the allowed total, % 


as optical care and financial counseling. The capacity of these 
programs to meet individual needs was demonstrated at American Can 
showed that 89 percent of the eligible employees enjoY 
package of benefits each year.?5 Since not v 
actually makes changes every year, employee satisfaction apparently stems from t 
perceived opportunity to do so. 


169 


CHAPTER 7 Appraising and rewarding performance 


SUMMARY 


Economic rewards provide social as well as economic value. They play a key 
role within several motivational models, blending with expectancy, equity, 
behavior modification, and need-based approaches. Employees perform a 
rough cost-reward comparison and work somewhat near but below the break- 
even point. 

Performance appraisal provides a systematic basis for assessment of em- 
ployee contributions and distribution of economic rewards. Modern appraisal 
philosophy focuses on performance, objectives, and goal setting. Nevertheless, 
the appraisal interview can be difficult for both manager and employee. 

Incentive systems provide different amounts of pay in relation to some 
measure of performance. They tend to increase employee expectations that 
rewards will follow performance, although the delay may range from a week to 
a year. Incentives often stimulate greater productivity, but also tend to produce 
some offsetting negative consequences. Wage incentives reward greater output 
by individuals or groups, while profit sharing emphasizes mutual interest with 
the employer to build a successful organization. Gain sharing emphasizes 
improvement in various indices of organizational performance, while skill- 
based pay rewards employees for acquiring greater levels or types of skills. 

Since employees have different needs to be served, many types of pay are 
required for a complete economic reward system. In some organizations, 
flexible benefit programs allow employees to select individual combinations of 


economic rewards. 


pp» UNUU 


Money as a social medium of exchange Loose rates 


Motivational models applied to pay Output restriction 
Cost-reward comparisons Profit sharing 
Performance appraisal Gain sharing 

Economic incentive systems Scanlon plan 

Piece rate Skill-based pay 

Wage incentives Complete pay program 
Rate setting Flexible benefit program 


Discussion gusationa 
1 Explain how money can be both an economic and a social medium of 
exchange. As a student, how do you use money as a social medium of 
exchange? 
2 Think of a job that you formerly had or now have. 
a Discuss specifically how the expectancy model applied (applies) to your 


pay. 
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b Discuss how you felt (feel) about the equity of your pay and why you felt 
(feel) that way. 

c Develop and explain a cost-reward comparison chart for your pay and 
effort. 

3 Explain some of the behavioral benefits of modern performance appraisal 
systems compared with more traditional appraisal programs. 

4 What are the major measures used to link pay with production? Which 
ones, if any, were used in the last job you had? Discuss the effectiveness of 
the measure or measures used. 

5 Discuss some of the advantages and difficulties linked with incentive re- 
wards. 

6 Would you use profit sharing, gain sharing, skill-based pay, or wage incen- 
tives in any of the following jobs? Discuss your choice in each instance. 

a Employees in a small, fast-growing computer company 
b Teacher in a public school 

€ Clerks processing insurance claims in an insurance office 
d Automobile repair mechanic in a small repair shop 

e Farm worker picking peaches 

f Production worker in a shoe factory making men's shoes 

7 Form into small groups, each led by a member who has worked for a sales 
commission. Discuss how the commission related to both equity theory and 
expectancy theory, and report highlights of your discussion to your entire 
classroom group. 

8 Have you ever participated in restriction of output (a) in a job and/or (b) in 
an academic course? Discuss why you did it and what its consequences 
were. 

9 "Skill-based pay is a waste of company money, because we are paying for 
potential performance instead of actual performance." Discuss this state- 
ment. 

10 During your first ten years after leaving college, would you want a flexible 
benefit program in your employment? Discuss why or why not. 


Wu 

THE NEW PERFORMANCE-RATING PROGRAM 

Miles Johnson is supervisor of a district sales office in a town of about half a 
million persons. Several months ago Johnson studied various articles and 
pamphlets about performance appraisal in order to determine if he could 
improve the approach that he used with his salespeople. On the basis of his 
reading, he did develop a new system that has been in effect for six months. 
Recently he made the following statement about his new plan: 


The new plan definitely has increased morale and productivity of my employees. 
Formerly I ranked my people strictly on dollar volume. The highest producer was 
number one, and so on down the line. The ranking was posted on the bulletin board 8° 
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that each salesperson knew the ranking of all other salespeople. The was to 
aen eu M dM RR RENE Rut t did not tei he whole story 
about their performance. For example, the top producer in sales was also the worst in 
delinquent accounts receivable. Some of the lower producers in sales were better in 
sales discount expense than some of their higher-producing colleagues. I now have a 
performance appraisal that recognizes a person's rank in each of ten important 
pese psc yy ete, bet p. ea nde wi 
tremendous . My people now for achievement of the 

for rupem d ee enteral à T ee e 


Questions 

1 Has Johnson improved his performance appraisal program? Explain how in terms of 
expectancy theory, equity theory, and other models. 

2 Can you recommend further improvements for Johnson? If so, explain them. 


PERFORMANCE APPRAISAL/'REWARD PHILOSOPHY 
1 Read the following set of statements about people and indicate your degree of 


agreement or disagreement on the rating scales. 


STRONGLY STRONGLY 


AGREE DISAGREE 

A Most people don't want equity; they want to earn more 1 2 3 4 5 
than their peers. 

B Skill-based pay won't work well because employees will 1 2 3 4 5 


learn the minimum necessary to earn a higher rate and 
then forget what they learned. 


C Most employees are too comfortable with the status quo to 1 2 3 4 5 
want to devote effort to learning new skills. 


D Most employees neither understand what profits are nor 1 2 3 4 5 
appreciate their importance; therefore profit-sharing 
systems are doomed to fail. 

E If allowed to make their own decisions in a flexible benefit 1 2 3 4 5 


system, many employees, without guidance, would make 
short-term choices that they would later regret. 


F The division between management and labor is so great 1 2 3 4 5 
that both gain-sharing and profit-sharing systems are likely 
to fail. 

G Since people do not want to hear about their weaknesses 1 2 3 4 5 
and failures, performance appraisal interviews will not 
change employee behavior. 

H The idea that employees assess the costs and rewards 1 2 3 4 5 
associated with any major behavior is ridiculous; they 
simply decide whether or not they feel like doing 
something and then do it. 


— ——— ———— ———— 
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2 Meet in small discussion groups, tabulate the responses to each question (frequency 
distribution and mean), and explore reasons for any significant disagreements within 
your group's ratings. 

3 In your group, develop alternative statements for any items you do not support 
(ratings of 3, 4, or 5) at present. Explain how your new statements reflect your 
knowledge of human behavior gained through reading the early chapters of this book. 


1 Peter F. Drucker, "How to Make People Decisions," Harvard Business Review, 
July-August 1985, p. 26. 

2 Michael Schuster, "Gain Sharing: Do It Right the First Time," Sloan Management 
Review, Winter 1987, p. 18. 

3 This was originally proposed by Edward L. Deci, "Effects of Externally Mediated 
Rewards on Intrinsic Motivation,” Journal of Personality and Social Psychology, vol. 
18, 1971, pp. 105-115. Recent field-research support for his proposal appears in Paul 
C. Jordan, “Effects of an Extrinsic Reward on Intrinsic Motivation: A Field Experi- 
ment,” Academy of Management Journal, June 1986, pp. 405-412. 

4 Numerous examples of corporate recognition systems appear in Bob Martin and 
Margaret Magnus, “A Case for Rewarding Recognition,” Personnel Journal, De- 
cember 1986, pp. 65-76. Also see Rosabeth Moss Kanter, “Holiday Gifts: Celebrat- 
ing Employee Achievements,” Management Review, December 1986, pp. 19-21. 

5 Rosabeth Moss Kanter, “The Attack on Pay,” Harvard Business Review, 
March-April 1987, pp. 60-67. The 3M example is drawn from A. Arthur Geis, 
“Making Merit Pay Work,” Personnel, January 1987, pp. 52-60. 

6 A related discussion is Philip C. Grant, “Explaining Motivation Phenomena with the 
a Return Model," Nevada Review of Business €» Economics, Spring 1982, 
pp. . 

7 James S. Overstreet, “The Case for Merit Bonuses,” Business Horizons, May-June 
1985, pp. 53-58. 

8 Examples of firms that have made progress toward this objective are provided by 
Aaron Bernstein, “Comparable Worth: It's Already Happening,” Business Week, 
Apr. 28, 1986, pp. 52, 56. 

9 Robert Owen, The Life of Robert Owen, New York: Alfred A. Knopf, Inc., 1920, pp. 
111-112 (from the original published in 1857). 

10 Summaries of the research appear in David E. Smith, “Training Programs for 
Performance Appraisal: A Review,” Academy of Management Review, January 1986, 
re ey os Ey Fletcher, Nu Effects of Performance Review in Appraisal: 

vidence and Implications,” Jou Mana , vol. 5, no. 5, 
1968, oF 5-18 J of gement Development 
11 Berkeley Rice, "Performance Review: The Job Nobody Likes," Psychology Today, 
September 1985, pp. 30-36. The four problems are drawn from Robert E. Lefton, 
Performance Appraisals: Why They Go Wrong and How to Do Them Right, 
National Productivity Review, Winter 1985-86, pp. 54-63. 
12 See, for example, Peter W. Dorfman, Walter G. Stephan, and John Loveland, 
Performance Appraisal Behaviors: Supervisor Perceptions and Subordinate Reac- 
tions," Personnel Psychology, Autumn 1986, pp. 579-597; Paulette A. McCarty, 
Effects of Feedback on the Self-Confidence of Men and Women,” Academy of 
Management Journal, December 1986, pp. 840-847; and Ted Cocheu, “Perform- 
ance Appraisal: A Case in Points,” Personnel Journal, September 1986, pp. 48-55 
13 Brent S. Steel, “Participative Performance Appraisal in Washington: An Assessment 


173 


Pep —Ts- 


CHAPTER 7 Appraising and rewarding performance 


of Post-Implementation Receptivity, " Public Personnel Management, Summer 1985, 
pp. 153-171. 

14 Nancy K. Napier and Gary P. Latham, "Outcome Expectancies of People Who 
Conduct Performance Appraisals," Personnel Psychology, Winter 1986, pp. 
827-837. One response to managers who don't give performance appraisals is for 
employees to initiate the process; see Susan J. Ashford, "Feedback-Seeking in 
Individual Adaptation: A Resource Perspective,” Academy of Management Journal, 
September 1986, pp. 465-487. 

15 The pay-performance linkage is discussed in Carla O'Dell and Jerry McAdams, "The 
Revolution in Employee Rewards," Management Review, March 1987, pp. 29-33; 
Rosabeth Moss Kanter, "Pay and Hierarchy," Management Review, June 1986, pp. 
11-12; and E. James Brennan, "The Myth and the Reality of Pay for Performance, " 
Personnel Journal, March 1985, pp. 73-75. 

16 Data on Lincoln Electric stems from William Baldwin, "This Is the Answer,” Forbes, 
July 5, 1982, pp. 50ff; the Nucor system is described in the interview, "Nucor's Ken 
Iverson on Productivity and Pay,” Personnel Administrator, October 1986, pp. 46ff. 

17 Daniel C. Rowland and Bob Greene, "Incentive Pay: Productivity's Own Reward," 
Personnel Journal, March 1987, pp. 49-57. 

18 Stephen Solomon, "How a Whole Company Earned Itself a Roman Holiday," 
Fortune, Jan. 15, 1979, pp. 80-83. 

19 Warren C. Hauck and Timothy L. Ross, “Sweden's Experiments in Productivity 
Gainsharing: A Second Look,” Personnel, January 1987, pp. 61-67. 

20 Michael Schuster, "Gain Sharing: Do It Right the First Time," Sloan Management 
Review, Winter 1987, pp. 17-25; Edward E. Lawler, III, "Gainsharing Research: 
Findings and Future Directions,” Working Paper T 85-1 (67). University of Southern 
California: Center for Effective Organizations (see especially Table 3, p. 7). 

21 Timothy L. Ross, Larry Hatcher, and Ruth Ann Ross, "The Multiple Benefits of 
Gainsharing, " Personnel Journal, October 1986, pp. 14ff. 

22 General introductions are provided in Henry Tosi and Lisa Tosi, "What Managers 
Need to Know about Knowledge-Based Pay," Organizational Dynamics, Winter 
1986, pp. 52-64; and Dale Feuer, "Paying for Knowledge," Training, May 1987, pp. 
51-66. 

23 Balanced presentations of advantages and disadvantages appear in both Edward E. 
Lawler, III, and Gerald E. Ledford, Jr., "Skill-Based Pay: A Concept That’s Catch- 
ing On,” Management Review, February 1987, pp. 47-51; and Rosabeth Moss 
Kanter, “From Status to Contribution: Some Organizational Implications of the 
Changing Basis for Pay,” Personnel, January 1987, pp. 12-37. i 

24 Flexible Benefits: Will They Work for You? Chicago: Commerce Clearing House, 

c., 1984. $ 

25 r A. Haslinger, “Cafeteria Plans: From Bread-and-Butter to Caviar,” Manage- 
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egative employee attitudes are a likely cause of deteriorat- 
ing conditions in an organization. When attitudes decline, 
they may result in wildcat strikes, work slowdowns, ab- 
sences, and employee turnover. They may also be a part of 
grievances, low performance, poor product quality, em- 
ployee theft, and disciplinary problems. The organizational costs associated 
with poor employee attitudes may be astronomical, as shown in this illustration: 


General Motors Corporation reports that its rate of casual absenteeism— failure of 
employees to report to work as scheduled—is 5 percent.? This translates into 25,000 
employees absent each day, and 50 million hours lost each year. The total annual 
cost to the company is a staggering $1 billion. 


Favorable attitudes, on the other hand, are desired by management because 
they tend to be connected with the positive outcomes that managers want. 
Employee satisfaction, along with high productivity, is a hallmark of well- 
managed organizations, as the opening quote suggests. Favorable attitudes are 
the product of effective behavioral management, the continuing process of 
building a supportive human climate in an organization. This chapter focuses 
on the attitudes of employees toward their jobs, ways to obtain information 
about those attitudes, and how to use this information effectively. 


THE NATURE OF EMPLOYEE 
ATTITUDES 


Attitudes are the feelings and beliefs that largely determine how employees will 
perceive their environment. Attitudes are a mental set that affects how a person 
will view something else, much as a window provides a framework for our view 
into or out of a building. The window allows us to see some things, but the size 
and shape of the frame prevents us from observing other elements. In addition, 
the color of the glass may affect the accuracy of our perception, just as the 
"color" of our attitudes has an impact on how we view and judge our surround- 
ings at work. As managers of organizational behavior, we are vitally interested 
in the nature of the attitudes of our employees toward their work, the organiza- 
tion, and their careers. 


Job satisfaction 


NATURE Job satisfaction is a set of favorable or unfavorable feelings with 
which employees view their work. There is an important difference between 
these job-related feelings and two other elements of employee attitudes. Job 
satisfaction is a feeling of relative pleasure or pain (“I enjoy having a variety of 
tasks to do") that differs from objective thoughts (“My work is complex”) and 
behavioral intentions ("I plan to quit this job in three months"). Together, the 
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three parts of attitudes help managers understand the reactions of employees to 
their jobs and predict the effect of those reactions on future behavior. 

Job satisfaction typically refers to the attitudes of a single employee. For 
example, an administrator might conclude, "Antonio Ortega seems very 
pleased with his recent promotion." Job satisfaction also may refer to the 
general level of attitudes within a group, as in "The job satisfaction of the tool 
and die department is at an all-time high." In addition, the term morale refers 
to group attitudes, which are important to assess since individuals often take 
their social cues from their work associates and adapt their own attitudes to be 
consistent with those of the group. 

Job satisfaction can be viewed as an overall attitude, or it can apply to the 
parts of an individual's job. For example, although Antonio Ortega's general job 
satisfaction may be high and he likes his promotion, he may be dissatisfied with 
his vacation schedule. Job satisfaction studies, therefore, often focus on the 
parts that are believed to be important, since these predispose an employee to 
behave in certain ways. The studies may also divide their attention between the 
elements that are directly related to job content (the nature of the job) and 
those that are part of the job context (the supervisor, coworkers, and organiza- 
tion). 

Job satisfaction, like any attitude, is generally acquired over a period of time 
as an employee gains more and more information about the workplace. Nev- 
ertheless, job satisfaction is dynamic, for it can decline even more quickly than 
it developed. Managers cannot establish the conditions leading to high satisfac- 
tion now and then neglect it, for employee needs may change suddenly. 
Managers need to pay attention to employee attitudes week after week, month 
after month, year after year. 

Job satisfaction is one part of life satisfaction. The nature of one's environ- 
ment off the job influences one's feelings on the job. Similarly, since a job is an 
important part of life, job satisfaction influences one's general life satisfaction. 
The result is that there is a spillover effect that occurs in both directions 
between job and life satisfaction. Consequently, managers may need to monitor 
not only the job and immediate work environment but also their employees 
attitudes toward other parts of life, as shown in Figure 8-1. 


ivior of N Rickson, a secretary in a small office, was difficult for her 
eame a coc She had recently received a promotion and a raise, but 
still seemed increasingly unhappy, distracted, and careless in her work habits. 
Numerous conversations that probed her job-related attitudes provided no clues as 


pictures were on 


Prenching tales including her two divorces, the delinquency of her children, the lack 


pport parents, 
Lo. Pia: wa problems, and having no one to share them with, were 
Pifecting her job attitudes and performance. As the complete picture emerged, the 
supervisor began to be aware of the intimate connection between Nancy's life 
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Religion 


IMPORTANCE Should managers study the job satisfaction of their employees 
and seek to improve it where appropriate? Aside from a desire to apply the 
"golden rule" or build a better organization or society, the answer revolves 
around four critical questions to be addressed below: 


m Is there room for improvement? 

m Who is relatively more dissatisfied? 

m What contributes to employee satisfaction? 

m What are the effects of negative employee attitudes? 


LEVEL OF JOB SATISFACTION Long-term nationwide studies indicate that gen- 
eral job satisfaction has been relatively high and stable in the United States. 
Although worker expectations have both increased and changed in their focus 
over time, the quality of management practices also has improved. As a result, 
more than 80 percent of those in the work force usually report that they are 
reasonably satisfied with their jobs.* Managers should not be complacent, 
however, for this also suggests that millions of workers are unhappy, and many 
other millions (like Antonio Ortega) are probably dissatisfied with some specific 
aspect of their jobs. In addition, many of the “satisfied” workers may have 
simply resigned themselves to their work situations, with the result that they 
are neither satisfied nor dissatisfied. 
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As workers grow older, they tend to be slightly more satisfied with their jobs. 
Apparently they lower their expectations to more realistic levels and adjust 
themselves better to their work situations. Predictably, too, people with 
higher-level occupations tend to be more satisfied with their jobs. As we might 
expect, they are usually better paid, have better working conditions, and hold 
jobs that make fuller use of their abilities. Finally, there is some evidence to 
suggest that levels of job satisfaction are higher in smaller organizational units 
(such as a branch plant). This is because larger organizations tend to overwhelm 
people, disrupt supportive processes, and limit the amounts of personal close- 
ness, friendship, and small-group teamwork that are important to the satisfac- 
tion of many people. 


SOURCES OF SATISFACTION If management desires to increase the potential 
for employee satisfaction, there are many routes to pursue. For example, as we 
discussed in the preceding chapter, many employees respond well to monetary 
incentives, especially if they are tied closely to individual performance. Satis- 
faction is also a product of employee perceptions of the overall level, as well as 
the equity, of pay. The goal-setting model of motivation indicates that employ- 
ees will feel satisfaction when they can achieve difficult goals, so challenging 
jobs are desirable. 

Many people also dislike ambiguity, so clear role expectations with specific 
task assignments can help overcome their concern. People are also hungry for 
information on how they are doing, which suggests that frequent feedback 
would be useful. Employees often feel most comfortable with a considerate 
supervisor—one who will show concern for their feelings, and also provide 
opportunities for them to participate in decision making. Chapters 9 and 10 are 
devoted to these topics. In summary, job satisfaction is a critical factor in 
organizational behavior. It needs to be understood, monitored, and dealt with 
so as to avoid some of the potential by-products of dissatisfaction that may haunt 


organizations. 


Job involvement and organizational commitment 


In addition to job satisfaction, two other employee attitudes are important to 
many employers. Job involvement is the degree to which employees immerse 
themselves in their jobs, invest time and energy in them, and view work as a 
central part of their overall lives.5 Holding meaningful jobs and performing 
them well are important inputs to their own self-images, which helps to explain 
the traumatic effects of job loss on their esteem needs. Job-involved employees 
are likely to believe in the work ethic, have high growth needs, and enjoy 
participation in decision making. As a result, they seldom will be tardy or 
absent, are willing to work long hours, and will attempt to be high performers. 

Organizational commitment is the degree to which an employee identifies 
with the organization and wants to continue actively participating in it.5 Like a 
strong magnetic force attracting one metallic object to another, it is a measure 
of the employee's willingness to remain with a firm in the future. It often 
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reflects the employee's belief in the mission and goals of the firm, willingness to 
expend effort in their accomplishment, and intentions to continue working 
there. Broader in scope than just loyalty,” it is usually stronger among longer- 
term employees, those who have experienced personal success in the organiza- 
tion, and those working within a committed employee group. Organizationally 
committed employees will usually have good attendance records, willing ad- 
herence to company policies, and lower turnover rates. 

Because job satisfaction has received much attention from both researchers 
and managers, we will take a careful look at some of the effects of job satisfac- 
tion and dissatisfaction. However, a comprehensive approach to organizational 
behavior suggests that a manager should consider ways in which the work 
environment can help produce all three key employee attitudes—job satisfac- 
tion, job involvement, and organizational commitment. 


EFFECTS OF EMPLOYEE ATTITUDES 


When employees are dissatisfied with their jobs, and the feelings are both 
strong and persistent, we need to understand what impact this may have on 
their subsequent behaviors. Specifically, we are concerned about whether a 
dissatisfied employee is more likely to be tardy or absent, lessen the productiv- 
ity level, steal from the organization, or quit. A large number of studies have 
addressed these questions, and the basic nature of the results are reported 
here. 


EMPLOYEE PERFORMANCE Some managers cling to an old myth—that high 
satisfaction always leads to high employee performance— but this assumption is 
not correct.5 Satisfied workers actually may be high, average, or even low 
producers, and they will tend to continue the level of performance that previ- 
ously brought them satisfaction (according to the behavior modification model). 
The satisfaction-performance relationship is more complex than the simple path 
of "satisfaction leads to performance." 


Professional athletes often experience the effects of becoming overly satisfied with 
their performances. Prior successes periodically lead them to become complacent 
and play carelessly, with their team suffering a subsequent defeat, Some of the roles 
of a coach are to keep the players dissatisfied with their own contributions, instill a 
renewed desire to win, and motivate the players to perform even better. In this 
case, dissatisfaction may lead to better performance! 


A more accurate portrait of the relationship is that high performance contrib- 
utes to high job satisfaction, as shown in Figure 8-2.9 The sequence is that 
better performance typically leads to higher economic, sociological, and psy 
chological rewards. If these rewards are seen as fair and equitable, then 
improved satisfaction develops because employees feel that they are receiving 
rewards in proportion to their performance. On the other hand, if rewards are 
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FIGURE 8-2 

The performance- 
satisfaction-effort 
loop 


Who tends to leave? 


seen as inadequate for one's level of performance, dissatisfaction tends to arise. 
In either case, one's level of satisfaction leads to either greater or lesser 
commitment, which then affects effort and eventually performance again. The 
result is a continuously operating performance-satisfaction-effort loop. The 
implication for management is to devote its efforts to aiding employee perform- 
ance, which will likely produce satisfaction as a by-product. 


TURNOVER As might be expected, higher job satisfaction is associated with 
lower employee turnover, which is the proportion of employees leaving an 
organization. More satisfied employees are less likely to think about quitting, 
search for a new job, or announce their intention to quit, and thus are more 
likely to stay with their employer longer.!? Similarly, as shown in Figure 8-3, 
those employees who have lower satisfaction usually have higher rates of 
turnover. They may lack self-fulfillment, receive little recognition on the job, 
or experience continual conflicts with a supervisor or peer, or they may have 
reached a personal plateau in their career. As a result they are more likely to 
seek greener pastures elsewhere and leave their employers, while their more 


satisfied associates remain. 


An unusual problem related to turnover has occurred in several organizations that 
were forced to lay off large numbers of their employees when their business 

sharply. For example, Amax, Inc., cut its work force in half in just four 
years, and the employees remaining (the "survivors") experienced guilt, anger, 
anxiety, and relief. !! If the entire layoff procedure is not handled well, the morale 
and trust of the remaining employees may drop sharply. This could result in the 
resignation of the very employees that the company wishes to retain. 


Employee turnover can have several negative consequences, especially if the 
turnover rate is high. Often it is difficult to replace the departed employees, 
and the direct and indirect costs to the organization of replacing workers are 
expensive. The remaining employees may be demoralized from the loss of 
valued coworkers, and both work and social patterns may be disrupted until 
replacements are found. Also, the organization's reputation in the community 
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may suffer. However, some benefits may arise from turnover, such as more 
opportunities for internal promotion and the infusion of expertise from newly 
hired employees. In other words, turnover may have functional effects, as the 
following illustration shows: 


Merrill Lynch used a matrix similar to Figure 8-4 to initiate a program which 
lowered its broker turnover rate from 8 percent above the industry average to H 
percent below the average.!? The firm developed a compensation program focused 
on retaining the more desirable employees while also recognizing that some turn- 
over is not only acceptable but desirable (see cells b and d). By doing this, the firm 
reduced the number of brokers that otherwise would have become a costly statistic 
(cell c of the matrix). The message for managers is to look beyond the frequency of 
turnover and examine instead the functionality of each departure—are the right 
persons staying? 


ABSENCES Figure 8-3 also shows that those employees who have less job 
satisfaction tend to be absent more often. The connection is not always sharp, 
for a couple of reasons. First, some absences are caused by legitimate medical 
reasons and therefore a satisfied employee may have a valid absence. Second, 
dissatisfied employees do not necessarily plan to be absent, but they seem to 
find it easier to respond to the opportunities to do so. These voluntary (at- 
titudinal) absences often occur with high frequency among a certain cluster of 
employees, and usually occur on Mondays or Fridays. Whereas involuntary 
(medically related) absenteeism can often be reduced through the use of more 
thorough preemployment physical exams and work-history record checks. dif- 
ferent approaches are needed for absences caused by poor attitudes. '? 


FIGURE 8-4 
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The Delco Remy Division of General Motors developed a four-pronged absence 
program. The division removed the financial incentives that previously 


control 

rewarded casual absences, applied a strict disciplinary procedure, educated employ- 
ees on the costs of absenteeism, and distributed the savings from reduced absen- 
teeism to the work group. The controllable absenteeism rate fell from 4.5 percent to 


2.1 percent, a decrease of over 50 percent. 


Another way in which employees may exhibit their dissatisfaction with job 
conditions is through tardiness. A tardy employee is one who arrives at work 
late. Tardiness is a type of short-period absenteeism ranging from a few 
minutes to several hours for each event, and it is another way in which 
employees withdraw from active involvement in the organization. It may 
impede the timely completion of work and disrupt productive relationships 
with coworkers. Although there may be legitimate reasons for an occasional 
tardy arrival, a pattern of tardiness is often a symptom of negative attitudes 


requiring managerial attention. 


THEFT Although there are many causes of employee theft, some employees 
may steal because they are frustrated by the impersonal treatment that they 
receive from their organization. In their own minds, employees may justify this 


extraordinary 
treatment at the hands of a supervisor. In contrast to the situation with 
absenteeism and tardiness, tighter organizational controls and threats of 
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punishment do not always solve theft problems, since they are directed at the 
symptoms and not at the underlying causes such as severe dissatisfaction. 15 


One of the authors once toured a pizza manufacturing plant. Toward the completion 
of the tour, the guide was asked what the major human problems were. Without 
hesitation, she replied, “Theft.” “You mean the employees steal the pizzas?” she was 


t tists 05. they aren't worth that much. But we do lose hundreds 
of pepperoni sticks year.” Then she showed us a cart of the sticks. They were 
each about 40 inches long, 3 inches in diameter, and weighed perhaps 20 pounds. 
“We don’t know how the employees get them out the door,” she said, “but we assume 
they steal them as indirect compensation for the relatively low wages they receive 
(minimum wage) and the monotonous (assembly-line) jobs they perform.” Looking 
back at Figure 8-2, we can see that a perception of inequity produced dissatisfaction, 
which apparently caused some employees to lower their commitment enough to 
rationalize stealing from the firm. 


STUDYING JOB SATISFACTION 


Management needs information on employee job satisfaction in order to make 
sound decisions, both in preventing and solving employee problems. This 
section discusses the types of benefits that management can gain and the 
conditions under which a study of job satisfaction will be most likely to succeed. 
Some of the more popular methods are explained, and guidelines for their use 
are given. 

A typical method used is a job satisfaction survey, also known as a morale, 
opinion, attitude, climate, or quality-of-work-life survey. A job satisfaction 
survey is a procedure by which employees report their feelings toward their 
jobs and work environment. Individual responses are then combined and 


analyzed. 


Benefits of job satisfaction study 


Job satisfaction surveys can produce positive, neutral, or negative results. If 
properly planned and administered, they will usually produce a number of 
important benefits, such as the following. 16 


GENERAL JOB SATISFACTION One benefit of surveys is that they give manage 
ment an indication of general levels of satisfaction in a company. Surveys also 
indicate specific areas of satisfaction or dissatisfaction (as with employee ser- 
vices) and particular groups of employees (as in the tool department or among 
those over the age of forty). In other words, a survey tells how employees feel 
about their jobs, what parts of their jobs these feelings are focused on, whic 
departments are particularly affected, and whose feelings are involved (for 
example, supervisors, employees, or staff specialists). The survey is a powe 
diagnostic instrument for assessing employee problems. 
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COMMUNICATION Another benefit is the valuable communication brought by 
a job satisfaction survey. Communication flows in all directions as people plan 
the survey, take it, and discuss its results. Upward communication is especially 
fruitful when employees are encouraged to comment about what is on their 
minds instead of merely answering questions about topics important to man- 
agement. 


IMPROVED ATTITUDES One benefit, often unexpected, is improved attitudes. 
For some, the survey is a safety valve, an emotional release, a chance to get 
things off their chests. For others, the survey is a tangible expression of 
management's interest in employee welfare, which gives employees a reason to 
feel better toward management. 


Aaron Goldberg had strong feelings about how management could improve its ways 
of working with people. He felt that some changes were needed. For more than a 
year he had been waiting for the right opportunity to express his viewpoints, but the 
opportunity never seemed to develop. His ideas were bottled up within him, and he 
was beginning to feel agitated. At about this time management distributed a job 
satisfaction survey that included generous space for employee comments. Aaron 
filled out the comments pages and then felt much better because finally he had a 


chance to give management his ideas. 


TRAINING NEEDS Job satisfaction surveys are a useful way to determine cer- 
tain training needs. Usually employees are given an opportunity to report how 
well they feel their supervisor performs certain parts of the job, such as 
delegating work and giving adequate job instructions. Since employees experi- 
ence these supervisory acts, their perceptions may provide useful data about 
the training needs of their supervisors. 


UNION BENEFITS Surveys may also bring benefits to unions. As explained by 
one union officer, both management and union often argue about what the 
employees want, but neither really knows. The job satisfaction survey is one 
way to find out. Unions rarely oppose surveys, and occasionally they give them 
support when they know that the union will receive the data. 


PLANNING AND MONITORING CHANGES — Alert managers are aware of the need 
to assess employee reactions to major changes in policies and programs. Ad- 
vance surveys are useful for identifying problems that may arise, comparing the 
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response to several alternatives, and encouraging managers to modify their 
original plans. Follow-up surveys allow management to evaluate the actual 
response to a change and study its success or failure. 


For example, numerous firms have explored the move of their operations from 
northern locations to the "sun belt." Others have tested the possibility of moving 
corporate headquarters from large metropolitan areas to suburban or rural settings. 
A number of organizations have solicited information from employees on the interior 
design and layout of new work spaces, and other firms have wanted to know what 


employees thought about proposed personal computer systems or the merits of new 
work - In many of these decisions, survey input from employees helped 


identify employee reactions and gain useful ideas for modifying the proposals. 


Ideal survey conditions 


Surveys are most likely to produce some of the benefits reviewed above when 
the following conditions are met: 


m Top management actively supports the survey. 
m Employees are fully involved in planning the survey. 
a A clear objective exists for conducting the survey. 


m The study is designed and administered consistent with standards for sound 
research. 


m Management is capable and willing to take follow-up action. 
m Both the results and action plans are communicated to employees. 


Use of existing job satisfaction information 


Before they conduct formal job satisfaction surveys, managers might examine 
two other methods for learning about current employee feelings—daily con- 
tacts and existing data. These approaches recognize that formal job satisfaction 
surveys are similar to an annual accounting audit in the sense that both are 
merely periodic activities; yet there is a day-by-day need to monitor job 
satisfaction just as there is a regular need to keep up with the financial accounts. 

Management stays in touch with the level of employee satisfactión primarily 
through face-to-face contact and communication. This is a practical and timely 
method of determining the job satisfaction level of individuals, but there are 
also a number of other satisfaction indicators already available in an organiza- 
tion. As shown in Figure 8-5, examples include absences, grievances, and exit 
interviews. This information is usually collected separately for other purposes, 
but it readily can be assembled into a monthly report that gives management 
insights into the general level of satisfaction among employees. 

Some of the items in Figure 8-5 are behavioral indicators of job satisfaction, 
such as turnover, absenteeism, and tardiness, while others, such as medi 
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Sources of information 


and training records, provide only indirect clues that something may be wrong. 
Carefully interpreted, they form a substantial body of knowledge about worker 
satisfaction in an organization. Their chief advantages are that in most cases 
they are already available, many of them provide quantifiable data, and they 
are a good measure of trends over a period of time. 


SURVEY DESIGN 


A systematic approach to conducting surveys is shown in Figure 8-6. In 
general, managers need to identify a purpose for the attitude assessment, 
obtain top management and union support, and then develop the measurement 
instrument. Intermediate steps consist of administering the survey, followed 
by tabulation and analysis of the results. Conclusions should be fed back to the 
participants soon afterward, and action plans need to be developed and acti- 
vated. Since the reasons for monitoring employee attitudes have already been 
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Identify reason for survey 


Obtain management commitment 
Develop survey instrument 
Administer survey 
Tabulate results 
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Provide feedback to participants 


Implement action plan 
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suggested, this section will focus on the types of survey instruments that can be 
designed. It will conclude with an examination of related factors for their 
successful use. 


Types of survey questions 


Studies of job satisfaction typically gather data either by survey questionnaires 
or by interviews. Whichever method is used, careful attention should be paid 
to the form of question asked and the nature of the response allowed. Objective 
surveys present both questions and a choice of answers in such a way that 
employees simply select and mark the answers that best represent their own 
feelings. Descriptive surveys present questions on a variety of topics but let 
employees answer in their own words. The typical survey form uses both 
objective and descriptive approaches. 


OBJECTIVE SURVEYS There are various kinds of objective surveys, but a hall- 
mark of each is the high degree of structure in the response categories.'* One 
popular type (for example, the Index of Organizational Reactions) uses multi- 


189 


Seeking personal 
feelings 


cmo ee à—o- 


ple-choice questions. Here respondents read all the answers to each question 
and then mark the response that comes closest to their own feelings. Other 
surveys use questions with "true or false" or "agree or disagree" answers. The 
frequently used Job Descriptive Index provides respondents with a set of 
statements (e.g., "My work is routine") and asks them to indicate whether the 
term describes their work situation by checking either "Yes," "No," or "?" ("I 
can't decide") responses. Somewhat more flexible are the surveys that present a 
statement and request employees to respond by checking a numerical scale to 
indicate their degree of agreement or disagreement, as shown here: 


My feeling of security in my job (circle one number): 
How much is there now? — (min.) 12 3 4 5 (max.) 

Because of concern over the meaning that employees may attach to only numbers in 
a response scale, instruments like the Minnesota Satisfaction Questionnaire provide 
brief descriptions for each number on the scale—for example, 1 — not satisfied, 2 — 
slightly satisfied, 3 — satisfied, 4 — very satisfied, and 5 — extremely satisfied. 
These aid employees in selecting their responses and help management interpret the 
data. 


The chief advantage of objective surveys is that they are easy to administer 
and to analyze statistically. Much of the tabulation and analysis can be per- 
formed by computers, which minimizes clerical time, costs, and errors when 
large numbers of employees are surveyed. The chief defect of objective surveys 
is that management or a survey consultant writes all the structured responses 
available to employees, none of which may be viewed as an accurate expression 
of their real feelings. In other words, the objective approach really does not 
give employees a full opportunity to express themselves. 


DESCRIPTIVE SURVEYS In contrast to objective surveys, descriptive surveys 
seek responses from employees in their own words. This unstructured ap- 
proach permits employees to express their feelings, thoughts, and intentions 
fully. These more personal comments usually make a strong impression on 
management, especially if large numbers of employees agree and state their 
feelings in powerful language. For example, managers may not be too im- 
pressed if they discover that thirty-nine employees think the sick-leave plan is 
poor, but how would they react to thirty-nine comments similar to the follow- 
ing: "Our sick-leave plan stinks! You don't let us carry over unused leave more 
than two years, so I have no protection for serious illness that causes me to be 
absent more than a month." Now management may be more inclined to listen, 


and respond. 


Figure 8-7 shows two types of descriptive surveys. The directed question focuses 
employee attention on a specific part of the job and asks questions about it. This 
approach permits depth analysis of satisfaction with a specific job condition. On the 
other hand, the undirected question asks for general comments about the job. In this 
way management learns about the topics that currently are troubling employees and 
seem important to them. 
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Directed question 
What do you think of the company's pension program? 


Undirected question 

What are the three things you like most about your job? 
1 
2 
3 


—————————————————— 


A survey that uses personal interviews to gather data is by its nature more 
descriptive than objective. A suitable interview usually takes from one to two 
hours for each interviewee; hence it is both time-consuming and expensive. In 
order to ensure that the same material is covered in a consistent manner with 
each employee, each interviewer is carefully trained and follows a standardized 
interviewer's guide that tells what material to cover and how to phrase ques- 
tions. 


Critical issues 

Job satisfaction survey procedures are more complicated than they appear to be 
at first glance. It seems simple enough to go to employees, get their responses, 
and then interpret them, but experience shows that careless errors in survey 
design can seriously limit the usefulness of a survey. Reliability and validity are 
two elements that serve as the backbone of any effective study. Reliability is the 
capacity of a survey instrument to produce consistent results, regardless of who 
administers it. If an instrument is reliable, we can be confident that any 
difference found between two groups is real, and not the product of ambiguous 
questions or widely varying administrative procedures. 

In addition to reliability, studies of job satisfaction need to be valid, or 
measure what they claim to measure. The difference between reliability and 
validity becomes clear when we attempt to use a wooden yardstick to measure 
metric distances. In this case, the yardstick is consistently accurate at what it 
does (it is reliable), but it is invalid since it measures the wrong thing. Ob- 
viously, we need to seek to improve both the reliability and validity of our 
measures of job satisfaction. This task is easier with objective surveys but much 
more difficult with the qualitative nature of descriptive surveys. 

Many critical issues arise in the process of question construction and survey 
administration.!9 As shown in Figure 8-8, particular attention needs to be given 
to sample selection, maintenance of anonymity for employees, the use of norms 
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o Should participation be voluntary or mandated? 

o Should a sample be used, or the total population? 

o Should responses be signed or anonymous? 

o Should norms be used for comparison, or not? 

o Should the forms be returned to the supervisor or to an independent consulting firm? 

o Should the survey be designed and conducted by internal staff or by external consultants? 
o Should a deadline be stated for return of the surveys, or should no date be set? 

o Should a standardized instrument be used, or should one be created for this situation? 

o How should feedback be given to employees? 


in interpreting data, the voluntary participation of employees, and other fac- 
tors. Response rates can be raised by requiring that surveys be returned in a 
short period of time. The tendency of employees to respond in a socially 
desirable fashion (for example, overestimating the importance of a challenging 
job) can be controlled.?? Norms from comparable organizations can be useful to 
interpret response patterns. Although no attempt is made here to cover the 
many details and pitfalls in survey procedures, the following description of one 
organization's survey provides an overview: 


Management decided it needed more information about employee attitudes and 
called a consultant, who developed—with management's assistance—a set of objec- 
tives and written policies for the survey. These were approved by an executive 
committee with the company president in attendance. At this time they selected the 
questionnaire method and decided to survey all managers and workers. Then the 
consultant, the personnel director, and a personnel specialist planned the details. In 
addition, the president appointed a committee of seven middle managers to help 
draft questions for the survey. The consultant guided the committee and served as 
chairperson. The committee also approved an official announcement of the survey 
(six weeks before it was given) and aided in informal publicity for the event. 

The consultant made the survey on three consecutive days. Somewhat different 
questionnaires were used for office, managerial, and production employees. Each 
questionnaire took about forty-five minutes to complete, so a new group of employ- 
ces was surveyed every hour in a large conference room. The personnel director 
introduced the consultant and left the room, after which the consultant explained the 
survey and administered it. Employees placed responses in a locked ballot box. 

After the survey was completed, the consultant quickly prepared a full report for 
management and a condensed report for employees. The consultant also advised the 
executive committee as it planned its program of action on the survey. 


USING SURVEY INFORMATION 


Once job satisfaction information has been collected and tabulated, the big 
question remaining js: What does all this mean in terms of my organization and 
my employees? Although gathering this information is chiefly a matter of 
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technique, analysis and use of the resulting data requires skilled management 
judgment. It is the final important step in a job satisfaction survey. When 
appropriate action is taken, results can be excellent. 


In one survey at a General Electric Company branch, more than half the employees 
reported that they were unhappy with two areas: (1) the information they received 
and (2) opportunities for promotion.2! 

As a result of the survey, management began to hold regular monthly meetings 
with employees, brought in qualified people to answer difficult questions, and 
started a newsletter. Management gave special emphasis to information about 
opportunities for advancement. 

When a survey was made a year later, the number of employees who felt they 
lacked information had dropped to zero! Even though opportunities for promotion 
were limited, employees who were unhappy about them dropped to 20 percent. 
Management explained that at least employees understood the situation, and "that 
made the difference." 


Survey feedback 


The first step in using job satisfaction information is to communicate it to all 
managers so that they can understand it and prepare to use it. This is known as 
survey feedback. Managers will be the ones to make any changes suggested by 
the data, so they want to see the evidence in order to make their own 
judgments. The recommendations of job satisfaction specialists are helpful, but 
managers must make the final decisions. 


COMPARATIVE DATA In larger organizations, comparisons among departments 
are an effective way to encourage managers to sit up and take note of satisfac- 
tion data. Just as a lagging baseball team makes every effort to pass other teams 
in its league, managers whose departments do not show high job satisfaction 
will be spurred to improve their employees' attitudes by the time the next 
study is made. Comparisons of this type must be handled with skill so that the 
lower performers will not feel intimidated. 

If there is a chance of hurt feelings or personality clashes, it is wise to 
designate each department with a letter such as A or B. Departmental manag- 
ers are told privately which letter represents their own department. They then 
can compare their score with other departmental scores, but they cannot 
identify which score belongs to which department. Scores, however, must not 
be overemphasized in a way that makes "score-happy" managers. The real goal 
is to encourage desirable behavioral changes in managers, and a single score 
can only partially represent the complexity of the total situation. The score is 
not a goal but a tool for making comparisons. 


There are a number of useful comparisons besides departmental ones, as 
shown in Figure 8-9. 


For example, comparisons according to age groups may reveal a trend toward more 
satisfaction for older employees, as mentioned earlier in this chapter. However, if 
the survey reports that younger workers are more satisfied, it suggests that condi- 
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o Departments, divisions, branches o Sex 


o Age o Work shift 

o Seniority o Building where work is performed 

o Marital status 5 General type of work done, such as professional, 
clerical, and production 


o Formal education 
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tions for older employees are atypical and perhaps unsatisfactory. In this instance, 
management needs to investigate and, if appropriate, take corrective action. 


If earlier surveys have been made, trends over time can be plotted. More 
elaborate statistical comparisons and correlations can be made if the evidence 
looks promising. For example, do those who say their supervisor is a good 
manager say also that they have more pride in their organization as a place in 
which to work? Ultimately, all the questions and job satisfaction categories can 
be compared with each other in a search for meaningful relationships. 

The managers' interests in job satisfaction statistics are heightened by asking 
them to predict their subordinates' attitudes toward various items and then to 
compare their predictions with actual survey results. Wherever their predic- 
tion misses its mark, they are forced to ask themselves why they misjudged this 
condition. Even if a prediction is accurate, it may still encourage soul-search- 
ing. Consider the case of a department head who predicted his employees 
would report dissatisfaction with grievance handling. They did report dissatis- 
faction, which forced him to ask: "If I knew about this condition before the 
survey—and apparently I did—why didn't I do something about it?" 


EMPLOYEE COMMENTS As mentioned earlier, employee comments are very 
useful. This information often makes a greater impression on management than 
scores, statistics, and charts do. In terms of communication, this gets through 
to them because it is more personal. 

Some comments are about very minor conditions, but these conditions do 
annoy someone and are therefore worthy of management's sincere attention. It 
is a mistake to correct only the big problems shown in a survey while ignoring 
many minor conditions that will add up to big problems. 


In a marketing department survey, the comments of several field sales represen- 
tatives showed negative attitudes toward the sales paperwork required of them. 
Although the subject appeared to be minor, management redesigned the paperwork 
so that it was reduced by about 30 percent. The bottom-line results were more sales 
calls each week and 8 percent higher unit sales with the same sales force. This 
change helped the salespeople earn more commissions and helped management 
reduce its costs, so both parties benefited. 
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Administrative follow-up 


COMMITTEE WORK One way to get managers to introduce change in their 
departments following a survey is to set up working committees whose respon- 
sibility is to review the survey data and develop plans for corrective action. 


In one company, for example, the president appointed a special executive committee 
to follow up a survey and recommend changes. Then the general manager appointed 
supervisory committees in each department to discuss how the survey applied to 
local departmental problems. The supervisory committees worked out their own 
solutions on departmental matters, but if their proposed action affected other 
departments, it had to be forwarded to the executive committee for approval. 

The personnel director chaired each committee, which usually met monthly. At 
each meeting, a separate part of the survey was discussed in some depth. Meetings 
continued for more than a year, ensuring an extended follow-up of the information 
uncovered by the survey. This long-run approach kept executives thinking about the 
survey and gave it time to soak in. 


The long-run approach to using job satisfaction information is important. Too 
many employers make the mistake of giving a survey immense publicity and 
interest for a few weeks and then forgetting about it until another survey is run. 
They shoot the works, giving their surveys all the fanfare of a Mardi Gras— but 
when Mardi Gras has passed, they return to their old way of living. 


FEEDBACK TO EMPLOYEES When corrective action is taken as the result of a 
survey, details of what was done should be shared with employees as soon as 
possible. Only in this way will the people who participated feel that manage- 
ment listened to them and took action on the basis of their ideas. This also 
assures employees that their ideas really were wanted—and are wanted still. In 
fact, good publicity to managers and employees is essential from start to finish 
in a job satisfaction study in order to explain what the study intends to 
accomplish, to report the information gathered, and to announce what correc- 
tive action has been taken. 

One thing is sure: ifa job satisfaction survey is made, management should be 
prepared to take action on the results. Employees feel that if they cooperate in 
stating their feelings, management should try to make some of the improve- 
ments they suggest. A sure way to close off future expressions of employee 
opinion is to fail to take action on opinions already given. It should be remem- 
bered that management asked employees for their ideas, so employees are 
justified in feeling that action will be taken on at least some of them. 


Surveys of manager satisfaction 


Surveys of manager satisfaction are just as important as surveys of employee 
satisfaction. Managers have human needs, just like other people. If they are 
dissatisfied, their unhappiness can spread throughout a whole department 
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because of their broad management influence. Their feelings also may filte 
into their communities through both their families and their many publi 
contacts outside the company. Job satisfaction surveys should also be dis 
tributed to managers to diagnose deficiencies in their satisfaction and to tak 
corrective action. 


SUMMARY 


Employee attitudes are important to monitor, understand, and manage. The 
develop as the consequences of the feelings of equity or inequity in the rewar 
system (as discussed in Chapter 7), as well as from supervisory treatmen 
(which will be addressed in Chapter 9). Managers are particularly concerne: 
with three types of attitudes—job satisfaction, job involvement, and organiza 
tional commitment. 

Job dissatisfaction may lead to increased absenteeism, turnover, and othe 
undesirable behaviors, so employers want to develop satisfaction among the; 
employees. The vast majority of workers in the United States report that the 
are satisfied with their jobs, although they may be dissatisfied with specifi 
parts of them. Older employees and higher occupational levels especially ten 
to have higher satisfaction. 

Higher job involvement leads to dedicated, productive workers. High pei 
formance and equitable rewards encourage high satisfaction through a perform 
ance-satisfaction-effort loop. Higher job satisfaction usually is associated wit 
lower turnover and fewer absences. Committed employees are also more likel 
to embrace company values and beliefs (its culture). 

We can obtain useful attitudinal information by using questionnaires an 
interviews, as well as by examining existing human resource data. Informatio 
is communicated to managers through survey feedback that uses summar 
data, makes relevant comparisons, and supports the conclusions with actu: 
employee comments. Follow-up is accomplished by committees to assur 
employees that appropriate action is taken after a survey. Ultimately, inform: 
tion on employee attitudes is useful only if it influences managers to improv 


their performance. 


Attitudes Objective survey 
Job satisfaction Descriptive survey 
Performance-satisfaction-effort loop Reliability 

Job involvement Validity 
Organizational commitment Survey feedback 
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renew ; 


1 Explain, in your own words, why you feel that employee attitudes are 
important. Do you think that today's managers overemphasize or under- 
emphasize attitudes? 

2 Assume that a survey of the twenty employees in your department found 
that 90 percent of them were basically satisfied with their jobs. What are the 
implications for you as a manager? 

3 "A happy employee is a productive employee." Discuss this statement. 

4 Think of a job you have held. List the areas of your job in which you were 
most satisfied and those that satisfied you least. Note in each case the 
degree to which management had some control over the item mentioned. 
What could the managers have done to improve your satisfaction? 

5 Assume that job satisfaction, job involvement, and organizational commit- 
ment are independent of each other—any one may be present without the 
others. Describe a situation in which an employee might be committed but 
not satisfied or involved. Tell what you would do with such an employee. 

6 Prepare a series of directed and undirected questions, and interview three 
friends to determine their areas of satisfaction and dissatisfaction. Discuss 
the results. 

7 Select an industry (e.g., financial institutions or hospitals, and contact 
three organizations within it to learn of their absenteeism and turnover 
rates. What have they done to reduce them? 

8 Construct a short questionnaire using objective questions, and survey the 
members of a small work team about their job satisfaction. Tabulate and 
analyze your results, including a list of recommendations for change. 

9 Prepare a plan for using the data from a job satisfaction survey in an 
insurance office to provide feedback to managers and employees. 

10 Contact a local fast-food restaurant, and ask the manager to estimate the 
proportion of turnover that can be attributed to effective employees leaving 


of their own choice. What suggestions could you make to reduce this 
problem? 


Lheeclent- 

BARRY NILAND 

Barry Niland, supervisor of a small sales department, noticed that one of his 
industrial sales representatives, Henry Hunter, had a problem. Among other 
signs, Hunter's sales had declined in the last six months, although most other 
sales representatives regularly were exceeding their quotas. Niland decided to 


try to boost his sales representative's performance by reminding him of the 
many opportunities for satisfaction in a sales job. 
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Niland explained his actions as follows: 


I pointed out that in his customer's eyes he alone is the company. He has the 
opportunity to help his customer. He has the opportunity to show his ability and 
knowledge to many types of people. He has the opportunity through his own efforts to 
help many types of people. He has the opportunity to support the people who make 
our products, to reward the stockholders, and to control his financial return through 
his own know-how. He has the opportunity of testing his creative ideas, with immedi- 
ate feedback about their value. He has the opportunity to meet constantly changing 
conditions, so there is no boredom in his job. There is no quicker way to achieve 
personal satisfaction than sales work. 


Questions 
1 Comment on Niland's approach in dealing with his sales representative. 
2 Suggest approaches for increasing Hunter's: 

a Job satisfaction 

b Job performance 

c Job involvement 

d Organizational commitment 


ATTITUDES IN THE CLASSROOM 

The discussion of attitudes that was presented in this chapter can also be 

related to the college classroom. 

1 Working individually, class members should rate, on a scale from 1 to 10 (1 = low, 
10 = high) their: 

a Overall satisfaction with the course 
b Feeling of involvement in the educational process 
c Commitment to the college 

2 The instructor should predict the average ratings of the class on each of the three 
items. 

3 Share the ratings obtained in step 1, and compute averages for each. 

4 Working in small groups of four or five persons, discuss the reasons for the overall 
level of job satisfaction, involvement, and commitment in the class. Assess the 
accuracy of the instructor's predictions. Develop a realistic action plan for improving 
the level of each of the three dimensions. 

5 Discuss the probable reliability and validity of the data gathered in steps 1 and 2 
above. Suggest ways in which you could gather evidence of the data's reliability and 
validity. 
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eadership is the process of encouraging and helping others 
to work enthusiastically toward objectives. It is the human 
factor that helps a group identify where it is going and then 
motivates it toward its goals. Without leadership, an orga- 
nization would be only a confusion of people and machines, 
just as an orchestra without a conductor would be only musicians and instru- 
ments. The orchestra and all other organizations require leadership to develop 
their precious assets to their fullest. 

The leadership process is similar in effect to that of the secret chemical that 
turns the insect pupa into a butterfly with all the beauty that was the pupa's 
potential. Leadership, then, transforms potential into reality. This role is often 
seen in giant firms, as when Lee Iacocca led the Chrysler Corporation from the 
brink of bankruptcy. It is equally important in tiny firms, like the Microsoft 
Corporation, which Bill Gates started and guided to national prominence as a 
developer of microcomputer software. In all cases, leadership is the ultimate 
act that identifies, develops, and uses the potential that is in an organization 
and its people. 

In this chapter we discuss the nature of leadership—the behaviors, roles, 
assumptions, and skills that combine to form different leadership styles. A 
contingency approach is presented to encourage managers to examine the fit 
between the situation and the style to be used. We conclude with a special 
section on supervision, since supervisors often face a unique set of problems 
and pressures that are somewhat different from those of higher managers. 


THE NATURE OF LEADERSHIP 


Leadership is an important part of management but not all of it. Managers are 
required to plan and organize, for example, but the primary role of a leader is to 
influence others to seek defined objectives enthusiastically. This means that 
strong leaders may be weak managers if their poor planning causes their group 
to move in wrong directions. Though they can get their group going, they just 
cannot get it going in directions that best serve organizational objectives. 

Other combinations also are possible. A person can be a weak leader and still 
be a relatively effective manager, especially if one happens to be managing 
people who clearly understand their jobs and have strong drives to work. This 
set of circumstances is less likely, and therefore we expect excellent managers 
to have reasonably high leadership ability. Fortunately, this ability can be 
acquired through management training and work experience. 


Leadership behavior 


People have been concerned about the nature of leadership since the beginning 
of history. Early research tried to identify the traits that differed between 
leaders and nonleaders, or between successful and unsuccessful leaders.? Some 
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studies focused on personality factors, like intelligence, ambition, and ag- 
gressiveness; others examined physical characteristics like height, build, and 
attractiveness. In general, though, no consistent set of traits that are stable 
across groups and tasks has emerged despite continued attempts. 


An example of a currently popular instrument that classifies managers as one of 
sixteen different personality types is the Myers-Briggs Type Indicator. This contro- 
versial test, based on the work of psychologist Carl Jung, labels managers as 
extroverts or introverts, thinkers or feelers, or intuitors, and judges or 
perceivers. Although the approach has been criticized, many companies like Com- 
pass Computer, Transamerica Corporation, and the Charlotte Observer (news- 
paper) have used the test as a basis for building teams and improving 


Much of the recent emphasis has shifted away from traits and toward identi- 
fying leadership behaviors. In this view, successful leadership depends on 
appropriate behaviors, skills, and actions, not personal traits. This is highly 
significant, since behaviors can be learned and changed, while traits are rela- 
tively fixed. The three different types of skills leaders use are technical, human, 
and conceptual. Although these skills are interrelated in practice, they can be 
considered separately. 

Technical skill refers to a person's knowledge and ability in any type of 
process or technique. Examples are the skills learned by accountants, en- 
gineers, word processing operators, and toolmakers. This skill is the dis- 
tinguishing feature of job performance at the operating level, but as employees 
are promoted to leadership responsibilities, their technical skills become pro- 
portionately less important, as shown in Figure 9-1. They increasingly depend 
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on the technical skills of their subordinates and in many cases have never 
practiced some of the technical skills that they supervise. 

Human skill is the ability to work effectively with people and to build 
teamwork. No leader at any organizational level escapes the requirement for 
effective human skill. It is a major part of leadership behavior and is discussed 
throughout this book. 

Conceptual skill is the ability to think in terms of models, frameworks, and 
broad relationships, such as long-range plans. It becomes increasingly impor- 
tant in higher managerial jobs. Conceptual skill deals with ideas, while human 
skill concerns people and technical skill involves things. 

Analysis of leadership skills helps to explain why outstanding department 
heads sometimes make poor vice presidents. They may not be using the proper 
mixture of skills required for the higher-level job, particularly additional con- 
ceptual skill. 


Situational aspects 


Successful leadership requires behavior that unites and stimulates followers 
toward defined objectives in specific situations. All three elements—leader, 
followers, and situation—are variables that affect each other in determining 
appropriate leadership behavior. 


The interdependence of leader, follower, and situation is illustrated by a hard- 
boiled superintendent, Gregg Hicks, who still is managing the way he was twenty 
years ago. He thinks that leadership resides in himself alone, untouched by outside 
influences. He fails to realize that as his people and environment change, he needs 
to change his leadership. Though his style of leadership was acceptable twenty years 
ago, it is not acceptable today. 


It is evident that leadership is situational. In one situation, action A may be 
the best cluster of leadership acts, but in the next situation, action B will be 
best. To try to have all an organization's leaders fit a standard pattern will 
suppress creative differences and be inefficient as well, because many square 
pegs will be trying to fit into round holes. Leadership is part of a complex 
system, so there is no simple way to answer "What makes a leader?" 5 

Sometimes leaders must resist the temptation to be visible in a situation. 
Even though good leadership involves a set of behaviors, it should not be 
confused with mere activity when it is not needed. Aggressiveness and constant 
interaction with others will not guarantee good leadership. At times the appro- 
priate leadership action is to stay in the background keeping pressures off the 
group, to keep quiet so that others may talk, to be calm in times of uproar, to 
hesitate, and to delay decisions. At other times a leader must be more directive 
and controlling, as indicated in the opening quotation for this chapter. 


Leaders as followers 


With few exceptions, leaders in organizations are also followers. They nearly 
always report to someone else. Even the president reports to a board of 
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directors. Leaders must be able to wear both hats gracefully, to be able to 
relate both upward and downward. They need validation from higher authority 
just as much as they need support from followers. In formal organizations of 
several levels, ability to follow is one of the first requirements for good lead- 
ership. It is the key that unlocks the door to leadership opportunities and keeps 
the leader in balance with the rest of the organization. 


A vice president of Saga Corporation suggests that most people fail in jobs because 

they lack followership skills. These are behaviors that help a person to be an 

effective subordinate and may include avoiding competition with the leader, acting 

a - bes advocate, and constructively confronting the leader's ideas, values, 
n 


What must a leader do to obtain these behaviors from employees? The next 
section will present a model of leadership behavior that revolves around goals 
and a support system for accomplishing them. 


PATH-GOAL MODEL OF LEADERSHIP 


Robert House and others have further developed a path-goal view of leadership 
initially presented by Martin G. Evans which is derived from the expectancy 
model of motivation (see Chapter 6).7 The path-goal model of leadership states 
that the leader's job is to use structure, support, and rewards to create a work 
environment that helps employees reach the organization's goals. The two 
major roles involved are to create a goal orientation and to improve the path 
toward the goals so that they will be attained. 

Figure 9-2 shows the path-goal process. Leaders identify employee needs, 
provide appropriate goals, and then connect goal accomplishment to rewards 
by clarifying expectancy and instrumentality relationships. Barriers to perform- 
ance are removed, and guidance is provided to the employee. The result of the 
process is job satisfaction, acceptance of the leader, and greater motivation. 


Goal setting 
Goal setting plays a central role in the path-goal process. It is the establishment 


of targets and objectives for successful performance, both long run and short 


run. It provides a measure of how well individuals and groups are meeting 
performance standards. 

The basic premise underlying goal setting is that human behavior is goal- 
directed, as we discussed in Chapter 5. Group members need to feel that they 
have a worthwhile goal that can be reached with the resources and leadership 
available. Without goals, different members may go in different directions. 
This difficulty will continue as long as there is no common understanding of the 


goals involved. 


MANAGEMENT BY OBJECTIVES A popular approach that revolves around goal 
setting is management by objectives (MBO). Generally, MBO is a system in 
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FIGURE 9-2 
The path-goal 
leadership process 


which managers and subordinates mutually agree on the employee's routine, 
project-oriented, and personal objectives for the next year and on the criteria 
that will be used to measure accomplishment of the objectives.? The major 
steps in this circular, self-renewing process are shown in Figure 9-3. The 
highlights include an emphasis on mutual goal setting, relatively autonomous 
action planning, and periodic reviews of progress. The freedom given to 
employees in an MBO system provides opportunities for the satisfaction of 
their growth needs. Goals with the greatest motivational value are those which 
are accepted, specific, and challenging and which provide opportunities for 
performance feedback. 


VISIÓN A special type of goal setting is the creation and communication of a 
vision for an organization. A vision is a long-range image or idea of what can and 
should be accomplished; properly explained to others, it serves to stimulate 
their commitment and enthusiasm. A vision may also integrate the shared 
beliefs and values that serve as a basis for the creation and change of an 
organization's culture. Vision is a particularly key element in the leadership 
roles of top managers. They are responsible for assessing their environments, 
projecting future conditions, and developing master strategies for achieving 
their visions. When an executive's vision is properly explained to other manag- 
ers and employees, it becomes the basis for developing their own goals and 
objectives. 


FIGURE 9-3 
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The value, and the complexity, of instilling a vision is illustrated by the experience of 
a new university president. He was chosen to lead the institution when the interview 
team was impressed with his master plan for transforming the university from a 
position of mediocrity to one of focused excellence. Despite generally positive 
reaction to his general vision for the university, however, acceptance of his specific 
proposals (and receipt of new funding) dragged out over several years. Progress 
toward implementing the new vision was slowed by the need to obtain support from 
legislators, regents, faculty, students, and alumni. Success in selling one’s vision 
requires building and using skills in political power, like those we'll discuss in the 
path improvement section that follows. 


Path improvement 


The steps surrounding goal setting represent only half of the path-goal lead- 
ership process. Leaders also need to consider some contingency factors (such as 
employee personality characteristics and nature of the task) before deciding 
how to go about smoothing the path toward a goal. A discussion of path- 
oriented ideas, including support and role modeling, follows. 


TASK AND PSYCHOLOGICAL SUPPORT Leaders provide both task and psycho- 
logical support for their employees. They provide task support when they help 
assemble the resources, budgets, power, and other elements that are essential 
to get the job done. Equally important, they can remove environmental con- 
straints that sometimes inhibit employee performance, exhibit upward influ- 
ence, and provide recognition contingent upon effective effort and 
performance. But psychological support is also needed. !° Leaders must stimu- 
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late people to want to do the job. The combination of task and psychological 
support in a leader is described by a telephone company employee as follows: !! 


There is a supervisor here in the Western Area who is the epitome of a leader. The 
reason? He cares. He cares about people [psychological support] and about getting 
the job done right [task support]. His enthusiasm is real, not forced, and it's quite 
contagious. His employees want to work for him and learn from him. 

It all stems from two basic reasons: he knows what he's talking about and he treats 
subordinates like they are rational human beings with the ability to do the job. And he 
expects them to do it. He gives them the recognition that their work is important. 


t people get the feeling that they are working with him to get the entire job 


ROLE MODELING [t is said that "supervisors tend to supervise as they them- 
selves are supervised." The same thought applies to leaders. They serve as role 
models, or examples, for their followers, who tend to act in about the same way 
that the leaders do.!? For example, if a leader is considerate and supportive 
with followers, their responses are likely to be similar. If a leader follows an 
opposite pattern, however, employees also may turn opposite. 


In a state tax office, a manager named Rebecca Lapp blamed either followers or 
superiors whenever a problem developed. She also delayed work until deadlines 
which led to rushed work and pressure on the group. She was impatient 
with others. Gradually, over time, her employees developed similar behavior, so 
performance in the office was poor. Rebecca was not an effective role model. 


Power and politics 


All leaders deal with power and politics.!3 Power is the ability to influence 
other people and events. It is the leader's stock-in-trade, the way that leaders 
extend their influence to others. It is somewhat different from authority, 
because authority is delegated by higher management. Power, on the other 
hand, is earned and gained by leaders on the basis of their personalities, 
activities, and the situations in which they operate. 

Politics relates to the ways that leaders gain and use power. It is necessary to 
help a leader keep "on top of a situation" and control events toward desired 
objectives. Politics concerns balances of power, saving face, “horse trading,” 
"mending fences," ingenious compromises, trade-offs, and a variety of other 
activities. It has been a classic human activity since the beginning of civiliza- 
tion, so it is not unique to modern organizations. But modern organizations are 
a fertile place for politics to thrive. Observers say that leaders who are other- 
wise capable but who lack basic political skills will have trouble rising to the top 
in modern organizations. Clearly, political skills are essential for leaders, both 
for their personal success and for smoothing the path to employee performance. 


Types of power 


Power develops in a number of ways. Following are four major types of 
organizational power and their sources. 
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PERSONAL POWER Personal power—also called referent power, charismatic 
power, and power of personality—comes from each leader individually. It is 
the ability of leaders to develop followers from the strength of their own 
personalities. They have a personal magnetism, an air of confidence, and a 
belief in objectives that attracts and holds followers. People follow because they 
want to do so; their emotions tell them to do so. The leader senses the needs of 
people and promises success in reaching them. Well-known historical examples 
are Joan of Arc in France, Mahatma Gandhi in India, and Franklin D. Roose- 
velt in the United States. 


LEGITIMATE POWER Legitimate power, also known as position power and 
official power, comes from higher authority. It arises from the culture of society 
by which power is delegated legitimately from higher established authorities to 
others. It gives leaders the power to control resources and to reward and 
punish others. People accept this power because they believe it is desirable and 
necessary to maintain order and discourage anarchy in a society. There is social 
pressure from peers and friends who accept it and expect others to accept it. 


EXPERT POWER Expert power, also known as the authority of knowledge, 
comes from specialized learning. It is power that arises from a person's knowl- 
edge of and information about a complex situation. It depends on education, 
training, and experience, so it is an important type of power in our modern 
technological society. For example, if your spouse were having an attack of 
some type in a hospital emergency room, you would be likely to give your 
attention to the physician who comes in to provide treatment rather than to the 
helper who is delivering fresh laundry supplies. The reason is that you expect 
the physician to be a capable expert in the situation. 


POLITICAL POWER Political power comes from the support of a group. It arises 
from a leader's ability to work with people and social systems to gain their 
allegiance and support. It develops in all organizations. 

The types of power are developed from different sources, but they are 
interrelated in practice. When one power base is removed from supervisors, 
employees may perceive that other bases of influence will decline as well. 
Studies also indicate that the use of a power base must fit its organizational 
context for it to be effective. Political power thrives when the organizational 
and technical environment is uncertain, and it will now be presented in greater 


detail. 


Tactics used to gain political power 

There are a number of tactics that leaders can use to gain political power; 
several examples are given in Figure 9-4. Two of the most popular ones are 
social exchanges and alliances of various types. Social exchange implies, "If 
you'll do something for me, I'll do something for you." It relies on the powerful 
norm of reciprocity in society, where two people in a continuing relationship 


TACTIC USED EXAMPLE 

Socusl P hange In a trade-off the chief engineer helps the factory manager get a 
new machine approved if the manager will support an engineer 
ing project. 

Alliances The information system manager and the financial vice president 
join together to work for a new computer system. 

Identification with The president s personal assistant makes minor decisions for her 

higher authority 


Control of information The research and development manager controls product 
4 information needed by the marketing manager. "m 


Selective service The purchasing manager selectively gives faster service to more 
cooperative associates. 


Power and status symbols The new controller arranges to double the size of the office, dec- 
orate lavishly, and employ a personal assistant. 


Power plays Manager A arranges with the vice president to transfer part of 
manager B's department to A. 
Networks A young manager joins a racquetball club. 


——————————— 


feel a strong obligation to repay their social "debts" to each other. When these 
trade-offs are successfully arranged, both parties get something they want. 
Continuing exchanges over a period of time usually lead to an alliance in which 
two or more persons join in a longer-term power group to get benefits that they 
mutually desire." 

Another popular path toward political power is to become identified with a 
higher authority and/or a powerful figure in an organization. Then, as the 
saying goes, some of the power “rubs off” on you. Often this identification gains 
you special privileges, and in many cases you become recognized as a represen- 
tative or spokesperson for the more powerful figure. Others may share prob- 
lems with you, hoping that you will help them gain access to the higher figure. 
An example of identification is the president's personal assistant who represents 
the president in many contacts with others. 


a major influence i the corporation. When the president retired, 
became a major executive and was accepted by other mannose P, tete 


Another popular way to acquire political power is to give service selectively 
to your supporters. For example, a purchasing manager gives faster service and 
"bends the rules" to help friends who support the purchasing function. Another 
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tactic is to acquire power and status symbols that imply that you are an 
important person in the firm, although this can backfire if you do not have 


weaken the power-grabbing manager's power. 

A common tactic for increasing power is to join or form interest groups that 
have a common objective. These networks operate on the basis of friendships 
and personal contacts, and may provide a meeting place for influential people. 
A young manager who joins the chamber of commerce or a racquetball club is 

g the door to new contacts that may be useful. 

As illustrated by the following example, power and politics are a basic part of 

leadership success in an organization. 


for the employees, uses political power to obtain needed resources, and re- 
ceives some level of productivity in response. The actual productivity level may 
vary with the quality of the exchange relationship established, depending on 
the amount of trust, interaction, support, and rewards provided.!5 Employees 
can also exert political influence on their supervisor in attempts to gain addi- 
tional support. 


LEADERSHIP STYLE 


The total pattern of leaders' actions, as perceived by their employees, is called 
leadership style. Yt represents their philosophy, skills, and attitudes in practice. 
The styles that are discussed differ on the basis of motivation, power, or 
orientation toward tasks and people. Although they are typically used in 
combination or even applied differently to various employees, they are dis- 
cussed separately to highlight the contrasts among them. The impact of as- 
sumptions on leadership style is presented first. 
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Theory X and Theory Y 


In 1957, Douglas McGregor presented a convincing argument that most man- 
agement actions flow directly from whatever theory of human behavior 
managers hold.!9 The idea is that management philosophy controls practice. 
Management's personnel practices, decision making, operating practices, and 
even organizational design flow from assumptions about human behavior. The 
assumptions may be implicit rather than explicit, but they can be inferred from 
observing the kinds of actions that managers take. 

Theory X is a traditional set of assumptions about people. As shown in Figure 
9-5, it assumes that most people dislike work and will try to avoid it if possible. 
They engage in various work restrictions, have little ambition, and will avoid 
responsibility if at all possible. They are relatively self-centered, indifferent to 
organizational needs, and resistant to change. The common rewards given by 
organizations are not enough to overcome their dislike for work, so the only 
way that management can secure high employee performance is to coerce, 
control, and threaten them. Though managers may deny that they have this 
view of people, their actions strongly suggest that Theory X is their typical 
assumption about employees. 

Theory Y implies a more human and supportive approach to managing 
people. It assumes that people are not inherently lazy. Any appearance they 
have of being that way is the result of their experiences with organizations; but 
if management will provide the proper environment to release their potential, 
work will become as natural to them as play or rest. They will exercise self- 
direction and self-control in the service of objectives to which they are commit- 


ted. Management's role is to provide an environment in which the potential of 
people can be released at work. 


THEORY X THEORY Y 


o The typical person dislikes work and will 0 Work is as natural as play or rest. 
avoid it if possible. 


o The typical person lacks responsibility, o People are not inherently lazy. They have 
has little ambition, and seeks security become that way as a result of 
above all. experience. 

o Most people must be coerced, controlled, o People will exercise self-direction and 
and threatened with punishment to get self-control in the service of objectives to 
them to work. which they are committed. 


ingenuity. aes eran 
applied to work. ju 
With these assumptions the managerial With these assumptions the managerial role 
is to coerce and control employees. is to develop the potentíal in employees and 
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McGregor's argument was that management has been ignoring the facts 
about people. It had been following an outmoded set of assumptions about 
people because it adhered to Theory X when the facts are that most people are 
closer to the Theory Y set of assumptions. There are important differences 
among people, so a few may come closer to Theory X, but nearly all employees 
have some Theory Y potential for growth. Therefore, McGregor argued, man- 
agement needed to change to a whole new theory of working with people: 
Theory Y. The relationship between alternative assumptions about human 
behavior and leadership styles can be seen throughout the following para- 


graphs. 


Types of leadership style 


Many different classifications of leadership styles have been proposed and 
found to be useful. The simplest of these are based on a single dimension, while 
others focus on two or more ways to distinguish among styles. Although there 
are often similarities among the approaches, we will differentiate styles on the 
basis of a leader's use of rewards, power, or primary emphasis on consideration 
versus structure. 


POSITIVE AND NEGATIVE LEADERS There are differences in the ways leaders 
approach people to motivate them. If the approach emphasizes rewards— 
economic or otherwise—the leader uses positive leadership. Better employee 
education, greater demands for independence, and other factors have made 
satisfactory employee motivation more dependent on positive leadership. 

If emphasis is placed on penalties, the leader is applying negative leadership. 
This approach can get acceptable performance in many situations, but it has 
high human costs. Negative leaders act domineering and superior with people. 
To get work done, they hold over their personnel such penalties as loss of job, 
reprimand in the presence of others, and a few days off without pay. They 
display authority in the false belief that it frightens everyone into productivity. 
They are bosses more than leaders. 

A continuum of leadership styles exists, ranging from strongly positive to 
strongly negative. Almost any manager uses both styles somewhere on the 
continuum every day, but the dominant style sets a tone within the group. 
Style is related to one’s model of organizational behavior. The autocratic mode 
tends to produce a negative style; the custodial model is somewhat positive 
and the supportive and collegial models are clearly positive. Positive leadership 
generally achieves higher job satisfaction and performance. 


AUTOCRATIC, PARTICIPATIVE, AND FREE-REIN LEADERS The way in which ; 
leader uses power also establishes a type of style. Each style—autocratic 
participative, and free-rein—has its benefits and limitations. A leader uses al 
three styles over a period of time, but one style tends to be the dominant one 
An illustration is a factory supervisor who is normally autocratic, but she i 
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FIGURE 9-6 
Different emphasis 
(shown by colored 
lines) results from 
different leadership 
styles in use of 
power. 
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POWER STYLE 
Autocratic Participative Free-rein 
Leader Whole group Employees 
EMPHASIS 


participative in determining vacation schedules, and she is free-rein in select- 
ing a department representative for the safety committee. 

Autocratic leaders centralize power and decision making in themselves, as 
shown in Figure 9-6. They structure the complete work situation for their 
employees, who are expected to do what they are told. The leaders take full 
authority and assume full responsibility. Autocratic leadership typically is 
negative, based on threats and punishment; but it can be positive, as demon- 
strated by the benevolent autocrat who chooses to give some rewards to 
employees. 

Some advantages of autocratic leadership are that it is often satisfying for the 
leader, permits quick decisions, allows the use of less competent subordinates, 
and provides security and structure for employees. The main disadvantage is 
that most employees dislike it, especially if it is extreme to the point of creating 
fear and frustration. 

Participative leaders decentralize authority. Participative decisions are not 
unilateral, as with the autocrat, because they arise from consultation with 
followers and participation by them. The leader and group are acting as a social 
unit, as illustrated in Figure 9-6. Employees are informed about conditions 
affecting their jobs and encouraged to express their ideas and make sug- 
gestions. The general trend is toward wider use of participative practices 


E 
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because they are consistent with the supportive and collegial models of organi- 
zational behavior.!7 Because of its importance, participative management is 
discussed in the next chapter. 

Free-rein leaders avoid power and responsibility. They depend largely upon 
the group to establish its own goals and work out its own problems. Group 
members train themselves and provide their own motivation. The leader plays 
only a minor role. Free-rein leadership ignores the leader's contribution ap- 
proximately in the same way that autocratic leadership ignores the group. It 
tends to permit different units of an organization to proceed at cross-purposes, 
and it can degenerate into chaos. For these reasons normally it is not used as a 
dominant style but is useful in those situations where a leader can leave a 
choice entirely to the group. 


LEADER USE OF CONSIDERATION AND STRUCTURE Two different leadership 
styles with employees are consideration and structure, also known as employee 
orientation and task orientation. There is consistent evidence that leaders 
secure somewhat higher performance and job satisfaction if high consideration 
is their dominant leadership style. Considerate leaders are concerned about the 
human needs of their employees. They try to build teamwork, provide psycho- 
logical support, and help employees with their problems. Structured, task- 
oriented leaders, on the other hand, believe that they get results by keeping 
people constantly busy and urging them to produce. 


Consideration and structure appear to be somewhat independent of each 
other, so they should not necessarily be viewed as opposite ends of a con- 
tinuum. A manager who becomes more considerate does not necessarily be- 
come less structured. A manager may have both orientations in varying 
degrees. If consideration exists alone, production may be bypassed for super- 
ficial popularity and contentment; so it appears that the most successful manag- 
ers are those who combine relatively high consideration and structure, giving 
somewhat more emphasis to consideration. 

Early research on consideration and structure was done at the University of 
Michigan and Ohio State University. In several types of environment, such as 
railroad construction, and insurance ape — 

leader achieved somewhat higher job satisfaction and productivity. 
— tudies confirm this so acum and report desirable side 
as lower grievance rates, lower turnover, and reduced stress 
within the group. '* Cónversely, turnover, stress, and other problems are likely 
to occur if a manager is unable to demonstrate consideration. 
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CONTINGENCY APPROACHES TO 
LEADERSHIP STYLE 


The positive, participative, considerate leadership style is not always the best 
style to use. At times there are exceptions, and the prime need for leaders is to 
identify when to use a different style. A number of models have been devel- 
oped that explain these exceptions, and they are called contingency ap- 
proaches. These models state that the most appropriate style of leadership 
depends on an analysis of the nature of the situation facing the leader. Key 
factors in the situation need to be identified first. When combined with 
research evidence, these will indicate which style should be more effective. 
Two contingency models of this nature will be briefly examined. 


Fiedler's contingency model 


An early, but often controversial, contingency model of leadership was devel- 
oped by Fred Fiedler and his associates.?° This model builds upon the previous 
distinction between task and employee orientation, and suggests that the most 
appropriate leadership style depends on whether the overall situation is favor- 
able, unfavorable, or in an intermediate stage of favorability to the leader. As 
the situation varies, leadership requirements also vary. 

Fiedler shows that a leader's effectiveness is determined by the interaction of 
employee orientation with three additional variables that relate to the fol- 
lowers, the task, and the organization. They are leader-member relations, task 
structure, and leader position power. Leader-member relations are determined 
by the manner in which the leader is accepted by the group. If, for example, 
there is group friction with the leader, rejection of the leader, and reluctant 
compliance with orders, then leader-member relations are low. Task structure 
reflects the degree to which one specific way is required to do the job. Leader 
position power describes the organizational power that goes with the position 
the leader occupies. Examples are power to hire and fire, status symbols, and 
power to give pay raises and promotions. 

The relationship among these variables is shown in Figure 9-7. High and low 
employee orientations are shown on the vertical scale. Various combinations of 
the other three variables are shown on the horizontal scale, arranged from 
leader-favorable conditions to leader-unfavorable conditions. Each dot on the 
chart represents the data from a specific research project. The chart clearly 
shows that the considerate, employee-oriented manager is most successful in 
situations that have intermediate favorableness to the leader (the middle of the 
chart). At the chart's extremes, which represent conditions either quite favor- 


able or quite unfavorable to the leader, the structured, task-oriented leader 
seems to be more effective. 


For example, the members of an automobile assembly-line crew have a structured 
task and a supervisor with strong position power. If leader-member relations are 
positive, the situation is favorable for task-oriented leaders who can use their 
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FIGURE 9-7 
Research showing 
how the contingency 
model of leadership 
applies 

Adapted from A Theory of 
Leadership Effectiveness, 
by Fred E. Fiedler, p. 146 
Copyright € 1967 by 
McGraw-Hill Book 
Company. Used with 
Permission of McGraw-Hill 
Book Company 


strengths. Similarly, a structured leader is more effective in n position of mh 
power, low task structure, and poor leader-member relations. ^ peeves, in iot er 
mediate conditions of favorableness, the considerate leader is often the most effec- 
tive; and these situations are the most common ones in work groups. 


the Fiedler model may be explained in the following 
Werne situations the leader's structure and control are 
seen as removing undesirable ambiguity and the anxiety that results from it, so 
: red approach may be preferred. In situations where the task is highly 
; Jere nd the leader has good relations with the employees, they may 
d task orientation as supportive to their job performance (clearing the 
PA) TM aining broad middle ground requires better leader-member 
po x be established so a more considerate, employee-oriented leader is 
re 1 


effective. 

Despite criticism, 
tion to discussions on 
to: 


a Examine their situation—the people, task, and organization 

Be flexible in the use of various skills within an overall style 
à Consider modifying elements of their jobs to obtain a better match with their 
e 


preferred style 


Fiedler's contingency model has made a major contribu- 
leadership style. For example, managers are encouraged 
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Hersey and Blanchard's situational leadership model 


Another contingency approach, the situational leadership (or life-cycle) model 
developed by Hersey and Blanchard, suggests that the most important factor 
affecting the selection of a leader's style is the development (maturity) level of a 
subordinate.?! Development level is the task-specific combination of employee 
competence and motivation to perform. Managers assess it by examining an 
employee's level of job knowledge, skill, and ability, as well as willingness to 
take responsibility and capacity to act independently. Employees typically 
(according to Theory Y assumptions) become better developed on a task as they 
receive appropriate guidance, gain job experience, and see the rewards for 
cooperative behavior. Both the competence to perform a given task and the 
commitment to do so can vary among employees, and therefore development 
levels demand different responses from leaders. 

Hersey and Blanchard use a combination of guidance and supportive (also 
called task and relationship) orientations to create four major styles—telling, 
selling, participating, and delegating. These are matched with the progressive 
development levels of the employee (see Figure 9-8), suggesting that a man- 
ager's leadership style should vary with the situation. The model is simple, 
intuitively appealing, and accents an important contingency factor (the individ- 
ual employee's capabilities on a specific task) that is sometimes overlooked. 
However, it ignores several other critical elements that determine leadership 
style, and it does not yet have a widely accepted research base. Despite these 
limitations, it has achieved considerable popularity and also awakened many 
managers to the idea of contingency approaches to leadership style. 


Two employees named Cindi and Mary were hired by the same firm to perform 
similar jobs. Although they had comparable educational backgrounds, Cindi had 
several more years of relevant work experience than Marv did. Applying the 
situational leadership model, their supervisor identified Marv as being moderately 
low in development (“willing, but not yet fully able to perform”), while Cindi was 
assessed as having a moderately high development level ("fully able, but lacking 
some confidence to perform”). Following this analysis, the supervisor decided to 
treat them differently during their first months on the job, by “selling” with 
Marv and “participating” with Cindi. Approximately two years later, the supervisor 
was able to use different styles with each, now “participating” with Marv and 
W with Cindi, since each had gained skills and self-confidence. 


DEVELOPMENTAL STAGE RECOMMENDED STYLE 

1 (Low ability; low willingness) Telling (directive; low support) 

2 (Low ability; high willingness) Selling (directive; supportive) 

3 (High ability; low willingness) Participating (supportive; low direction) 


4 (High ability; high willingness)  Delegating (low direction; low support) 


eee 
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FIGURE 9-9 

Some potential 
substitutes for 
leadership 

Adapted from Jon P. 
Howell and Peter Dorf- 
man, "Substitutes for 
Leadership: Test of a 
Construct," Academy of 
Management Journal. 
December 1981, pp. 
714-728. 
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SOURCE NATURE 
Task 1 Intrinsic satisfaction 
2 Feedback from the task itself 
3 Routine, predictable 
Organization 1 Cohesive work groups 
2 Explicit plans, goals, and procedures 
3 Decentralized decision 
Employees 1 Professional orientation 


Substitutes for leadership 


A totally different approach to leadership that still has a contingency flavor has 
been proposed by Kerr and others.?? Previous leadership models have sug- 
gested that a formal leader is necessary to provide task direction, structure, and 
rewards, plus the consideration and social support that employees require. 
Unfortunately, these leadership roles may create an unhealthy dependency on 
the leaders which stifles subordinate growth and autonomy. In particular, when 
the leader is not immediately available, work may slow or stop altogether if key 
roles are not played. 

However, there appears to be a set of factors that act as substitutes for 
leadership, by making leadership roles unnecessary through replacing them, or 
even preventing leaders from having any substantial effect on employees. 
These factors are found in the task, organization, and employees, as shown in 
Figure 9-9. Many of these serve to decrease the need for a leader's task 
orientation. This helps to explain why the supervisor's consideration behavior 
and overall supportiveness are essential roles. Research studies indicate, how- 
ever, that these substitutes differ between professional and nonprofessional 
groups of employees. With professionals, some factors may serve to substitute 
for the support role of managers.” 


unique substitute for leadership is the idea of self- 
Prix io, pi ake two thrusts—leading oneself to perform natu- 
rally motivating tasks, as well as managing oneself to do work that is required 
but not naturally rewarding. Self-leadership may involve employees’ observing 
their own behavior, setting their own goals, cueing themselves to perform, 
rehearsing effective behaviors, and administering rewards and punishments to 
themselves. Although self-leadership may not be possible for all employees, it 
may work well with those whom Hersey and Blanchard identify at the fourth 


level of development (Figure 9-8). 
The supervisor's unique leadership role 


upervisors leaders who occupy positions at the lowest management level 
^ pai They supervise nonmanagement employees, while higher 
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managers primarily supervise other managers below them. This means that 
supervisors, not managers, are the point of direct contact with most employees. 

Supervisors need to be leaders just as other managers do. However, the 
unique organizational positions of supervisors complicates their leadership job 
and merits further discussion. There are five rather different views of the 
supervisor's job, as discussed below: key person, supervisor in the middle, 
marginal supervisor, another worker, and behavioral specialist. 


KEY PERSON IN MANAGEMENT The traditional management view of super- 
visors is that they are key persons in management. They make decisions, 
control work, interpret policy, and generally are the key people in the process 
of accomplishing work. They represent management to the workers, and they 
also represent workers to management. Higher management knows its workers 
primarily through supervisors. They are an essential element because they are 
strategically located on the chains of authority and communication; they can 
block anything going upward or downward. A supervisor is like the hub of a 
wheel, around which everything revolves. 


SUPERVISOR IN THE MIDDLE According to the in-the-middle viewpoint, su- 
pervisors are pressed between opposing social forces of management and 
workers. Management has one set of expectations for supervisors. It wants 
them to prevent waste, keep employees disciplined, control production, and 
otherwise carry out its plans. It demands loyalty and maximum effort. Its 
expectations are largely technical or production-centered. 

The pressures brought by workers, on the other hand, are largely matters of 
feeling. They want their supervisor “to be a good supervisor,” to keep them out 
of trouble, to interpret their fears and wants to management, and to be loyal to 
them. In short, management expects one set of responses from the supervisor 
and workers expect another. The supervisor is caught between opposing forces, 
knowing that the expectations of both cannot always be met. The result is that 
many supervisors find themselves in ambiguous situations in which, because of 
different expectations from different groups, they are not sure of the right 
course of action. In-the-middle supervisors become frustrated because they are 
victims of the situation, not supervisors of it. 


THE MARGINAL SUPERVISOR The marginal supervisor is left out of, or is at the 
margin of, the principal activities and influences that affect the department. 
Unaccepted by management, ignored by the staff, and not one of the workers, 
the supervisor is truly the one who walks alone. Top management has stock- 
holders, other managers, and staff specialists supporting it. Workers have their 
union, their shop stewards, and their informal groups. But who supports the 
supervisor? 

Though the picture of marginal supervisors is bleak indeed, they sometimes 
are found in organizations. The fact that supervisors manage operating employ- 
ees instead of other managers places them in a position to feel marginal in the 
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beginning. In addition, various staff specialists make decisions and issue in- 
structions that supervisors merely transmit, if they see them at all. Further, the 
supervisory role in labor relations is mostly a passive one. Others above the 
supervisors conduct labor negotiations, and any labor decisions the supervisors 
make are subject to review through the grievance procedure. They feel obli- 
gated to act like managers, yet they do not receive the reward of full participa- 
tion in management. They are marginal persons. 


ANOTHER WORKER A fourth view of supervisors is that they remain employ- 
ees in all but title. First, they often lack authority. The center of decision 
making is elsewhere, so that supervisors are only expediters who carry out 
decisions. They perform operating work. They run errands, communicate, and 
make records. Second, supervisors feel they are not a part of the management 
group. They lack management status, and their thought patterns are much 
closer to those of workers than to those of higher management. This means that 
supervisors often tend to interpret management policies and actions in a way 
different from that intended by management. 


A BEHAVIORAL SPECIALIST Management in some situations looks upon the 
supervisor as primarily a behavioral specialist. According to this view, super- 
visors are specialists, just like most of the staff people with whom they interact. 
They look after the human side of operations, and the staff handle its technical 
side. Supervisors are not marginal, because they are definitely a part of ac- 
tivities. Neither are they key persons; instead, they are among the many 
specialists who deal with operating problems. Their specialty is human behav- 
ior. This viewpoint tends to be found in centralized, repetitive manufacturing, 
an assembly line. 

> lathe view of d supervisor as a behavioral specialist valid? It is partly, but 
only partly. As shown in Figure 9-1 earlier in this chapter, human skills are a 
significant part of every leader's job, but other skills also are needed. Together, 
these skills form a balanced package. No capable supervisor is just a specialist in 
one skill, such as human behavior. 


What is the supervisor's leadership role? 
job may fit all five of the viewpoints ene 
partly marginal persons, just another worker, an 
differences among jobs such as assembly-line 
pervi sor supervisor of clerks in an insurance office. But there are basic 
-- — permit description of the supervisor's job in general terms. 
: pe foremost, supervisors are management people.” They direct the 
work of others Since supervisors are management's point of contact with 
vorkers and vice versi they certainly are key people in management; but they 
odit re: pressures from both sides (similar to the in-the-middle foes, 
behavioral specialists in dealing with their people. These 
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Supervisor 
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three ideas can be reconciled by considering the supervisor as the keystone, not 
in management, but in the structure of the organization. As shown in Figure 
9-10, the supervisor is like the keystone in an arch, the element that connects 
both sides and makes it possible for each to perform its function effectively. The 
sides are effectively joined only by using the keystone. It takes the pressures of 
both sides and uses them to strengthen, not weaken, the overall arch and to 
make success possible for the organization. 

To the extent that supervisors feel marginal, they are out of the arch and 
unable to serve in their keystone function. To the extent that they are like other 
workers, they are not in the keystone locations. The marginal-supervisor and 
another-worker concepts have no place in the keystone model of the super- 
visor's leadership role. 


SUMMARY 


Leadership is the process of encouraging and helping others to work enthusi- 
astically toward objectives. It is determined primarily by one's role behavior, 
not by one's personal traits. Leaders' roles combine technical, human, and 
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conceptual skills, which leaders apply in different degrees at various organiza- 
tional levels. Their behavior as followers is also important to the organization. 

The path-goal model of leadership accents two major roles. One is goal 
setting, which is a powerful motivational approach discussed earlier. Manage- 
ment by objectives is a system that clarifies goals and gives employees some 
freedom in determining how to go about accomplishing them. Vision also 
provides a broad image of where the organization can and should be going. In 
their second major role, leaders engage in path support by helping employees 
accomplish tasks, and here power and politics become important tools. 

Leaders apply different leadership styles, ranging from free-rein to auto- 
cratic. Although a positive, participative, considerate leader tends to be more 
effective in many situations, the contingency approaches suggest that a variety 
of styles can be successful. The leader must first analyze the situation and 
discover the key factors in the task, employees, or organization that suggest 
which style might be best. 

Supervisors have somewhat different leadership roles because they are the 
point of direct contact with most employees. When an organization is compared 
to an arch, the supervisor is the keystone uniting higher management with 
employees. 


Leadership Types of power 

Technical, human, and conceptual Politics 

skills Theory X and Theory Y 

Path-goal leadership Fiedler's contingency model 

Goal setting Hersey and Blanchard's situational 
Management by objectives model 

Vision Substitutes for leadership 

Task and psychological support Self-leadership 

Role modeling Keystone role of supervisors 


— ; 


1 Think of the best leader you have ever worked with on a job, in sports, or in 
any other activity, and then the worst leader. Discuss the contrasting styles 
and skills used by the two. How did you respond to each? What could they 
have done differently? 

2 Explain why conceptual leadership skills become more important, and 
technical skills less important, at higher organizational levels. 

3 A manager once told a subordinate, "To be a good leader, you must first 
become a good follower." Discuss this statement. 

4 Think back to situations in which you were a leader. What leadership style 
did you use? Using hindsight, what would you have done differently? 


PART 3 Leadership and organizational change 


5 Discuss the relationship between the path-goal model and management by 
objectives and vision. 

6 Think of an organization in which you participated, and discuss the power 
and politics in it. What types of power were used? How did people react? 
What types of political tactics were apparent? Were they successful? 

7 Explain how Theory X and Theory Y relate to leadership styles, especially 
the contingency approaches. Comment on the statement "Management 
philosophy controls practice." 

8 How does the idea of self-leadership relate to Theory X and Theory Y? 
Explain. 

9 "em path-goal model a contingency approach, too? Indicate why, or why 
not. 

10 The chapter indicated that substitutes for leadership may be different for 
professionals and nonprofessionals. How might the use of substitutes (as 
replacements for, or barriers to, leadership) vary from top to bottom of an 
organization? 


Lheidmt 
THE WORK ASSIGNMENT 
Effie Pardini supervised eleven accounting clerks in the budget and planning 
department of a large computer manufacturer. None of the clerks had account- 
ing degrees, but all were skilled in handling records and figures. They pri- 
marily prepared budgetary plans and analyses for operating departments. Data 
inputs were secured from the departments and from company records. Pardini 
assigned projects to the clerks on the basis of their interests and skills. Some 
projects were more desirable than others because of prestige, challenge, the 
contacts required, or other factors; so there were occasional conflicts over 
which clerk was to receive a desirable project. One clerk who seemed es- 
pecially sensitive and regularly complained about this issue was Sonia Prosser. 

On one occasion Pardini received a desirable project and assigned it to a 
clerk by the name of Joe Madden. Prosser was particularly distressed because 
she felt she should have had the assignment. She was so distressed that she 
retaliated by gathering up her present assignment and putting it away in her 
desk. Then she took a book from her desk and started reading it. Since all the 
clerks were together in the same office, most of them observed her actions. She 
announced to one in a voice loud enough to be heard by others, “Nobody 
around here ever gives me a good assignment.” 

Pardini overheard Prosser's comment and looked up from her desk, noting 
what was happening. Pardini was angered, but she sat at her desk for five 


minutes wondering what to do. Meanwhile Prosser continued reading her 
book. 


1 What leadership issues are raised by this incident? 
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2 Discuss what action Pardini should take. Consider politics and power, the path-goal 
ae of leadership, and contingency approaches to leadership before making your 
ecision. 


WESTGATE COMMUNITY HOSPITAL 

Manuel Martinez was the administrator of Westgate Community Hospital. The 
controller, Sam Westin, reported to him and directed the financial affairs of the 
hospital. Westin's general attitude was to be a tight-fisted guardian of the 
dollar. He was rigid in attitude, not wanting to approve any action that was a 
departure from routine or a variance from policy. Martinez was the type who 
desired to take action, regardless of the restrictions of past practice or policy. 
The differing attitudes of the two men had led to conflicts in the past, and on 
two occasions Martinez had warned, "If you can't follow my orders, Sam, I am 
going to have to fire you." Westin held his ground and usually won his 
arguments, contending that his approach was proper accounting practice and, 
therefore, not subject to challenge by Martinez. 

One afternoon Martinez approached Westin and commented, "Sam, here's a 
merit wage increase that I just put through for Clara Nesbit. She's the best floor 
supervisor we have, and she deserves an increase. She threatened to leave 
unless we raised her. I promised this on her next paycheck, so be sure to put it 
through at once.” 

Westin looked at the merit increase form and commented, “Manuel, you 
know I can't put this through. It is contrary to policy. She is already making the 
top rate allowed for her classification.” 

MARTINEZ That doesn’t make any difference. Put it through. I'm the administrator of 

this hospital, and when I say ‘do it,’ then put it through. 

WESTIN I can't do it. It's against policy. 

MARTINEZ I'm the boss here, and I say do it. 

WESTIN I'm not going to violate policy. 

Martinez pointed his finger at Westin and talked so loudly that it attracted 
the attention of the others in the office: "Who's the boss here, Sam?" 


WESTIN You are. 
MARTINEZ (beatedly) Then put through this raise. 


WESTIN No. 


A shouting match developed that diverted the attention of the whole office. 


Finally Martinez said, "Sam, I have had enough. You are fired." 

WESTIN You can't fire me for that. 

MARTINEZ I just did it. You are through. 

Martinez did not retract his action. Westin was removed from the payroll and 
left the hospital that afternoon. 
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Assignment 

Divide the class into pairs of individuals. One person in each pair should 
assume the role of Martinez, and the other the role of Westin. Role-play the 
interaction over the wage increase again, but this time Martinez should con- 
sider using other leadership behaviors that would have a more productive 
outcome. Discuss the results in class. 
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s discussed in the preceding chapter, a participative style is 

often important for effective leadership. Participation has 

excellent potential for building teamwork, but it is a diffi- 

cult practice and can fail if poorly applied. When participa- 

tion is effectively applied, two of its best results are 
acceptance of change and a commitment to goals that encourages better per- 
formance. 


Observe in the experience of one company how participation improved safety. A 
large aircraft manufacturer employed from 5000 to 20,000 shop workers during a 
ten-year period. It used a safety committee system in which each department was 
represented on the committee by one of its workers. During these ten years not one 
person had a disabling injury while serving as safety committee member. When 
people became safety committee members, they ceased having disabling injuries! 
This record occurred despite the fact that there were hundreds of members during 
the decade, and sometimes "accident-prone" workers were appointed committee 
members in order to make them safety-conscious. The facts of this situation show a 
significant difference between committee members and nonmembers. Part of this 
difference surely came from the fact that the committee members were responsible, 
participating people with regard to safety. 


THE NATURE OF EMPLOYEE 
PARTICIPATION 


What is participation? 


Participative managers consult with their employees, bringing them in on 
problems and decisions so that they work together as a team. The managers are 
not autocrats, but neither are they free-rein managers who abandon their 
management responsibilities. Participative managers still retain ultimate re- 
sponsibility for the operation of their units, but they have learned to share 
operating responsibility with those who perform the work. The result is that 
employees feel a sense of involvement in group goals. As shown in Figure 2-4, 
the "employee psychological result" of supportive management is “participa- 
tion." It follows that participation is mental and emotional involvement of 
persons in group situations that encourage them to contribute to group goals 
and share responsibility for them. There are three important ideas in this 
definition—involvement, contribution, and responsibility. 


MENTAL AND EMOTIONAL INVOLVEMENT First, and probably foremost, par- 
ticipation means mental and emotional involvement rather than mere muscular 
activity.? A person's self is involved, rather than just one's skill. This involve- 


Ego involvement 


Employees use 
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ment is psychological rather than physical. A person who participates is ego- 
involved instead of merely task-involved. Some managers mistake task involve- 
ment for true participation. They go through the motions of participation, but 
nothing more. They hold meetings, ask opinions, and so on, but all the time it 
is perfectly clear to employees that their manager is an autocratic boss who 
wants no ideas. This is busywork, not participation. Employees fail to become 
ego-involved. 


The difference between ego-involved participation and task-involved activity is 
shown by a description of a part of a day for a worker named Joseph Carter. He 
wakens to the music of his clock-radio, interrupted occasionally by an announcer he 
does not know, cannot see, and cannot talk back to. After eating alone, since his 


. Going into 
the shop, he has to stop personnel office to sign an insurance paper which 
the shop, he has and which ie thrust at him by an employee who acts as if she were 
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supervisor 
i the department temporarily for training and is to be sent somewhere else 
ony dy; “somebody upstairs." And so it goes throughout the day. 


Though Joseph Carter has been furiously active all day, most of this was 
routine, impersonal activity that was imposed on him. How much was he ego- 
involved in his activity? How much did he participate? 


MOTIVATION TO CONTRIBUTE A second important idea in participation " that 
it motivates le to contribute. They are given an opportunity to release 
their own voee of initiative and creativity toward the objectives of the 
organization, just as Theory Y predicts. In this way participation differs from 
"consent." The practice of consent uses only the creativity of the manager who 
brings ideas to the group for the members’ consent. The consenters do not 
contribute; they merely approve. Participation is more than getting consent for 
something that has already been decided. Its great value is that it taps the 
creativity of all employees. 

Participation especially improves motivation by helping employees under- 
stand and clarify their paths toward goals. According to the path-goal model of 
leadership, the improved understanding of path-goal relationships produces a 
higher responsibility for goal attainment. The result is improved motivation. 


example of Xerox Corporation's manufacturing plants in New York was 
For eamp Pop management concluded that the only alternative was to sub- 
contract the production of some components. In an attempt to save 180 employees 
from being laid off, an employee team was formed to gather proposals for cost 


ACCEPTANCE OF RESPONSIBILITY A third idea in participation is that it en- 
courages people to accept responsibility in their group's activities. It is a social 
process by which people become self-involved in an organization and want to 
see it work successfully. When they talk about their organization, they begin to 
say "we," not "they." When they see a job problem, it is "ours," not "theirs." 
Participation helps them become responsible employee-citizens rather than 
nonresponsible, machinelike 


3 performers. 
Responsibility As individuals begin to accept responsibility for group activities, they see in 
builds teamwork. it a way to do what they want to do, that is, to get a job done for which they feel 
responsible. This idea of getting the group to want teamwork is a key step in 
developing it into a successful work unit. When people want to do something, 
they will find a way. Under these conditions employees see managers as 
supportive contributors to the team. Employees are ready to work actively with 
managers rather than reactively against them. 


Why is participation popular? 


Managers have for years recognized various benefits of participation, but these 
benefits were first experimentally demonstrated in classic studies in industry 
by Roethlisberger, Bavelas, Coch and French, and others. Conducted by 
skillful social scientists under controlled conditions, these experiments were 
useful in drawing attention to the potential value of participation. Their collec- 
Research conclusions tive results suggested the general proposition that, especially in the introduc- 
tion of changes, participation tends to improve performance and job 
satisfaction. Later research in organizations basically supported this proposi- 
tion, as suggested by the authors of a comprehensive review: "Participation has 
an effect on both satisfaction and productivity, and its effect on satisfaction is 
somewhat stronger than its effect on productivity. "6 
In addition to the keen interest shown by American businesses in any 
managerial practice that promises to increase productivity, there are other 
reasons for the popular use of participative practices. The educational level of 
the work force has increased substantially in recent years. In addition to greater 
skill development, educated employees have acquired a greater desire for 
influencing work-related decisions and an expectation that they will be allowed 
to participate in them.5 An equally strong argument has been made that 
participation is an ethical imperative for managers.9 This view rests on the 
conclusion that highly nonparticipative jobs cause both psychological and phys- 
ical harm to employees in the long run. As a result of this knowledge, managers 
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Positive forces Opposing forces 


are urged to create participative conditions that will allow employees to experi- 
ence greater autonomy in their work. 


Problems with participation 

The four major forces toward increased practice of participation are shown in 
Figure 10-1. They are partially offset by other factors pushing in the opposite 
direction, such as occasional failure experiences and resistance from super- 
visors. 

Participation in organizations generally has been successful, although there 
have been problems and even failures. One insurance company, for example, 
found that employee decision making became too independent. Sometimes two 
employees were calling on the same customer. Other employees were seeking 
only easy accounts, leaving the hard ones for someone else. Eventually the 
company had to restore some controls. Even though failures of this type may be 
the result of improper implementation, they often receive undue publicity that 
prevents other managers from using participation. 

A serious pressure slowing the use of participation stems from the resistance 
of first-line supervisors. They may hold Theory X beliefs, fear losing their 
current status, or honestly question the organization's capacity to change. 
Many have not been trained in team-management skills, and now feel uncom- 
fortable in their new roles as coaches and facilitators. 


One study explored the attitudes of supervisors in eight plants toward employee 
involvement programs. In general, they reported that they believed the programs 
were good for the company (72 percent agreement) and good for the employees (60 
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percent agreement). However, only 31 percent perceived that participation was 
beneficial for the supervisors themselves. Are the other 69 percent likely to support 
the involvement efforts enthusiastically? 


HOW PARTICIPATION WORKS 


The participative process 


A simple model of the participative process is shown in Figure 10-2. It indicates 
that in many situations participation results in mental and emotional involve- 
ment that produces generally favorable outcomes for both the employees and 
the organization. Before we review the major types of participative programs in 
use today, four questions will be addressed. What happens to a supervisor's 
power under participative programs? What are the prerequisites to successful 
participation? What are some of the benefits of participation? What factors in 
the situation affect the success of participative programs? 


The impact on supervisory power 


Participation is a sharing process among managers and employees. It is built 
upon the leader-member exchange concept—the idea that leaders and their 
followers exchange information, resources, and role expectations that deter- 
mine the quality of their interpersonal relationship. Because of time limita- 
tions, some relationships will be warm, supportive, and trusting but others will 
not. Research suggests that when a supervisor perceives that an employee has 
high ability and that a high-quality exchange relationship exists, the supervisor 
will allow a greater degree of influence in decisions. !! 

When managers first consider allowing employees greater influence in mak- 
ing decisions, they often ask, "If by means of participation I share authority 
with my employees, don't I lose some of it?" This is a normal worry, but it is not 
a justifiable one because participative managers still retain final authority. All 
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AUTOCRATIC VIEW PARTICIPATIVE VIEW 

Power— Power— 

o Is a fixed amount o Is a variable amount 

o Comes from the authority structure o Comes from people through both official 
and unofficial channels 

o Is applied by management o Is applied by shared ideas and activities 
in a group 

o Flows downward o Flows in all directions 


p PV v—————————————————À—————— 


they do is share the use of authority so that employees will become more 
involved in the organization. Managers engage in a two-way social exchange 
with workers, in contrast to imposing ideas from above. They give employees 
some power, and receive employee creativity in return. 


TWO VIEWS OF POWER Strange as it may seem, participation actually may 
increase the power of both managers and their employees. It is evident that 
employees gain more power with participation, but what about managers? The 
autocratic view of management is that power is a fixed quantity, so someone 
must lose what another gains. 

However, as shown in Figure 10-3, the participative view is that power in a 
social system can be increased without taking it from someone else. The 
process works like this. Managerial power depends partly on conditions such as 
employee trust in management, feeling of teamwork, and sense of responsibil- 
ity. Participation improves these conditions. Since employees feel more coop- 
erative and responsible, they are likely to be more responsive to managerial 
attempts to influence them. In a sense, what occurs is that managers make 
social transactions with their work groups that improve goodwill and responsi- 
bility. These conditions are similar to a savings deposit that managers can draw 
upon later (perhaps with interest!) when they need to apply their power. 


decided to try again, using more participatory approaches. She discussed the need 
with her supervisors and several key employees. Then she set up committees to work 
on designated of a “self-examination study.” The groups worked hard, and in a 


important changes. In this instance the members felt a sense of pride and ownership 
in the report. It was theirs. They had created it. The result was that they made a 
genuine effort to implement it. With the full support of the whole group, they made 
Pbstantial changes. Participation had increased the manager's power and influence. 
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1 Adequate time to participate 

2 Potential benefits greater than costs 

3 Relevance to employee interests 

4 Adequate employee abilities to deal with the subject 
5 Mutual ability to communicate 

6 No feeling of threat to either party 

7 Within the area of job freedom 


Prerequisites for participation 


The success of participation is directly related to how well certain prerequisite 
conditions are met, as shown in Figure 10-4. Some of these conditions occur in 
the participants; some exist in their environment. They show that participation 
works better in some situations than in others—and in certain situations it 
works not at all. Major prerequisites are as follows:!2 


1 There must be time to participate before action is required. Participation is 
hardly appropriate in emergency situations, 


2 The potential benefits of participation should be greater than its costs. For 
example, employees cannot spend so much time participating that they 
ignore their work. 


3 The subject of participation must be relevant and interesting to the employ- 
ees; otherwise employees will look upon it merely as busywork. 


4 The participants should have the ability, such as intelligence and technical 
knowledge, to participate. It is hardly advisable, for example, to ask janitors 
in a pharmaceutical laboratory to participate in deciding which of five chem- 
ical formulas deserve research priority; but they might participate in helping 
resolve other problems related to their work. 


5 The participants must be able mutually to communicate—to talk each other's 
language—in order to be able to exchange ideas. 


6 Neither party should feel that its position is threatened by participation. If 
workers think their status will be adversely affected, they will not partici- 
pate. If managers feel that their authority is threatened, they will refuse 
participation or will be defensive. 


7 Participation for deciding a course of action in an organization can take place 
only within the group's area of job freedom. Some degree of restriction is 
required on parts of an organization in order to maintain unity for the whole. 
Each separate subunit cannot make decisions that violate policy, collective- 
bargaining agreements, legal requirements, and similar restraints. Likewise 
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FIGURE 10-5 
Participation exists 
along a continuum. 
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H. Schmidt, "How to 
Choose a Leadership 


Pattern." Harvard Business 
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there are restraints due to the physical environment (a flood closing the plant 
is an extreme example) and due to one's own limitations (such as not under- 
standing electronics). The area of job freedom for any department is its area 
of discretion after all restraints have been applied. In no organization is there 
complete freedom, even for the top executive. 


Within the area of job freedom, participation exists along a continuum, as 
shown in Figure 10-5. Within a period of time a manager will practice participa- 
tion at many points along the continuum. That is, a manager may seek the 
group's ideas before deciding vacation schedules, but the same manager de- 
cides overtime schedules independently. Similarly, a manager may find it 
necessary to limit the participation used with one employee while consulting 
freely with another. Since a consistent approach provides employees with a 
predictable environment, each manager gradually becomes identified with 
some general style of participation as a usual practice. The popular terms 
designated for amounts of participation along the continuum are representative 
of a broad area on the continuum instead of a certain point. Several of these 
terms are defined later in this chapter. 


emerge slowly. 
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Benefits of participation 


In various types of organizations under many different operating conditions, 
participation has contributed to a variety of benefits. Some of these are direct 
and others are less tangible. Participation typically brings higher output and a 
better quality of output. In certain types of operations the quality improvement 
alone is worth the time invested in participation. Employees often make 
suggestions for both quality and quantity improvements. Although not all the 
ideas are useful, there are enough valuable ones to produce genuine long-run 
improvements. 


In one firm, for example, computer operations were running $100,000 over budget, 
and management sought ways to reduce this drain on resources. In the beginning, 
management discussed the problem in several meetings, but the managers could not 
agree on any major cost-saving changes. Then management sought the advice of a 
consultant. Although the consultant recommended some changes, they produced 
minor savings. 

Finally one manager suggested that management should ask employees for ideas. 
Some managers doubted that this approach would help, but after discussion they 
decided to bring employees in the computer department into full participation on 
the program. Within thirty days the employees suggested cost-saving ideas that 
eventually provided about double the savings needed. 


Participation tends to improve motivation because employees feel more 
accepted and involved in the situation. Their self-esteem, job satisfaction, and 
cooperation with management also may improve. The results often are reduced 
conflict and stress, more commitment to goals, and better acceptance of 
change.!? Employees also may reduce turnover and absences, because they 
feel that they have a better place to work and that they are being more 
successful in their jobs. Finally, the act of participation by itself establishes 
better communication as people mutually discuss work problems. 

The results clearly show that participation has broad systems effects that 
favorably influence a variety of organizational outputs. The benefits may not 
appear immediately, however. When one company adopted participative man- 
agement, it predicted it would take ten years to achieve the full effect. Once 


the organizational culture is changed, then the system as a whole becomes 
more humanly effective. 


Contingency factors 


As with the use of many behavioral ideas, there are several contingency factors 
that influence the success of participative programs. 14 These may be found in 
the environment, the organization, its leadership, the nature of tasks per- 
formed, or the employees. For example, national cultures and political systems 
vary sharply across the world, resulting in a restrictive environment for par- 
ticipation in a dictatorship and a more supportive one in a democracy. Organi- 
zational practices also need to be adapted to the pace of change in their 
environments, which can range from stable to turbulent. 
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We have previously discussed (Chapter 9) the impact of Theory X or Theory 
Y beliefs on a manager's selection of a leadership style. There is also evidence 
that top executives' beliefs and values, as reflected in the organization's culture, 
have a strong impact on the use of participation by lower managers. Task 
characteristics need to be examined before choosing a participative program; 
intrinsically satisfying tasks may diminish the need for greater participation, 
while routine tasks may suggest that participation could produce fruitful re- 
sults. There are also a variety of tasks in which employees can be involved, 
including goal setting, decision making, problem solving, and planning major 
organizational changes. 


DIFFERENT EMPLOYEE NEEDS FOR PARTICIPATION Some employees desire 
more participation than others. As indicated earlier, educated and higher-level 
workers often seek more participation, because they feel more prepared to 
make useful contributions. When they are not allowed to contribute, they tend 
to have lower performance, less satisfaction, lower self-esteem, and more 
stress. However, some other employees desire only a minimum of participation 
and are not upset if they are not actively involved. 

The difference between one's desired and actual participation gives a mea- 
sure of the potential effectiveness of participation, assuming the employee has 
the ability to contribute. When employees want more participation than they 
have, they are "participatively deprived" and there is underparticipation. In 
the opposite situation, when they have more participation than they want, they 
are “participatively saturated” and there is overparticipation. 

Where there is either underparticipation or overparticipation, people are 
less satisfied than those who participate in a degree that closely matches their 
needs. This relationship is shown in Figure 10-6, As participation comes closer 
to matching either high or low needs, satisfaction with the organization goes 
up. Conversely, as a mismatch increases, these positive feelings decline. Par- 
ticipation is not something that should be applied equally to everyone. Rather, 
it should match each person’s needs (if the other contingency factors allow it). 


A consultant was asked to assess employee attitudes within a department in one 
company. One question asked of the employees focused on the frequency with which 
they were allowed to participate in decision making. The contrast in responte: m 


strikin example, employee replied “All the time—about three or four 
re anr leew ed by saying “Almost never—only three or four 


It is apparent from this example that employee perceptions of the situation 
are highly important. The evidence suggests that participation will be more 
successful where employees feel they have a valid contribution to make, it will 
be valued by the organization, and they will be rewarded for it. It is also 
imperative that they believe that management is truly interested in their ideas 
and will use them, so their time and energy will not be wasted. Overall, it is 
clear that several contingency factors play a key role in determining the 
effectiveness of any participative program. 


FIGURE 10-6 
The relation of 
satisfaction to the 
match of need and 
actual participation 


Underparticipation Overparticipation 
i Match of needs 
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PROGRAMS FOR PARTICIPATION 


We can further understand how participation works if we examine selected 
programs to develop it, as shown in Figure 10-7. These programs usually are 
clusters of similar practices that focus on specific approaches to participation. 
One or more can be used within a single company; often an organization gives 
its managers the freedom to choose which program to use in their own areas. 
When a company uses a sufficient number of programs to develop a widespread 
sense of involvement among its employees, it is said to practice participative 
management. 


Consultive management 


Consultive management is the kind of participation that managers can often 
practice even though the people above them do not apply it. Consultive 
management, as the name implies, means that managers consult with their 
employees in order to encourage them to think about issues and contribute 
their own ideas before decisions are made. Managers do not consult on every 
issue, but they do create a pattern of consultation. 
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FIGURE 10-7 

Selected types of ers assess a current problem according to the perceived importance of decision 

participative quality and employee acceptance. Decision-quality dimensions include cost 

programs considerations, availability of information, and whether or not the problem is 
structured. Employee-acceptance dimensions include the need for their com- 

Quality and mitment, their prior approval, the congruence of their goals with the organiza- 

acceptance. tion's, and the likelihood of conflict among the employees. Other items to 


consider are the level of subordinate information, time constraints, geograph- 
ical dispersion of subordinates, the leader's motivation to conserve time, and 
the leader's motivation to develop subordinates. By following this structured 
analysis, several unique kinds of problems are identified and classified. Guide- 
lines are then offered to help managers select one of five approaches to use in 
each situation. 

The usefulness of Vroom’s model rests on two key assumptions. First, it 
assumes that managers can accurately classify problems according to the crite- 
ria offered. Second, it assumes that managers are able and willing to adapt their 
leadership style to fit the conditions they face. If these assumptions are valid, 
the model holds considerable promise for helping managers choose the appro- 
priate degree of consultation. 


Democratic management 


Democratic management goes further than consultive management and more 
consistently allows a number of major decisions to be made by employee 
groups, as shown at the right side of Figure 10-5. The main process by which 
democratic management occurs is group discussion, which makes full use of 


Japanese firms. Democratic management applies well in voluntary social orga- 
rations, where the lack of time pressure and a natural community of interests 
make it easier to achieve consensus on some issues. It has traditionally been 


Self-managing teams 


H 


E 
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more difficult to apply in hierarchical, task-oriented situations, where competi- 
tion over scarce resources is likely. 


One example of democratic management is the practice of allowing work teams to 
hire, orient, and train new employees.!9 A study of twenty firms using this approach 
reported that they were very satisfied with the quality of the employees selected, 
while legal risks were minimized through careful training in using job-based criteria. 
The increased cost of having multiple sets of hiring teams was offset by low turnover 
of the individuals hired. The organizations in the survey especially valued the 
smooth acceptance of the new member by the team, which occurred as a result of 
the team's commitment to helping the new individual succeed. 


Hiring new team members is just one role that may be played by self- 
managing teams. Sometimes called autonomous work groups, self-managing 
teams are groups that are given a large degree of decision-making autonomy 
and expected to control their own behavior and results.!7 Typically, team 
members possess several relevant skills and make joint decisions about work 
schedules and the assignment of tasks. Team performance is monitored, and 
compensation may be based on its overall effectiveness. Under this democratic 
approach, the more useful leadership behaviors involve encouraging individ- 


uals and the team as a whole to engage in self-observation, self-evaluation, and 
self-reinforcement. 


Quality circles 


For many years, both union and nonunion firms have organized groups of 
workers and their managers into committees to consider and solve job prob- 
lems. These groups may be called work committees, labor-management com- 
mittees, work-improvement task forces, or involvement teams. They have 
broad usefulness for improving productivity and communications because most 
of the employees can be involved. A currently popular use of committees for 
this purpose is called a quality circle. 

Quality circles are voluntary groups that receive training in statistical tech- 
niques and problem-solving skills and then meet to produce ideas for improv- 
ing productivity and working conditions. They meet regularly—often on 
company time—and generate solutions for management to evaluate and imple- 
ment. Quality circles have expanded rapidly as an involvement technique in 
the United States and Europe after achieving widespread success in Japan. 


Absenteeism declined steadily in the quality. 
where it began, while it showed erratic movement in the comparison group. 
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Not all quality circles are as successful as the one reported here, and many 
have a relatively short life.!? However, the approach does help employees feel 
that they have some influence on their organization even if not all of their 
recommendations are accepted by higher management.”° Quality circles pro- 
vide opportunities for personal growth, achievement, and recognition. Fur- 
ther, employees are committed to the solutions they generate, because they 
"own" them. 

To be successful, quality circles should follow these guidelines: 


m Use them for measurable, short-term problems. 

m Obtain continuous support from top management. 

m Apply the group's skills to problems within the circle's work area. 
m Train supervisors in facilitation skills. 


m View quality circles as one starting point for other more participative ap- 
proaches to be used in the future. 


Suggestion programs 

Suggestion programs are formal plans to encourage individual employees to 
recommend work improvements. In most companies the employee whose 
suggestion results in a cost saving may receive a monetary award in proportion 
to the first year's saving, so the award can be a substantial sum of money. Pitney 
Bowes, for example, awards its suggestors from $25 up to a maximum of 
$50,000, payable over two years.?! About 25 percent of suggestions are ac- 
cepted in most organizations, but the rate varies from firm to firm. 

Although many suggestion programs provide useful ideas, they are a limited 
form of participation that accents individual initiative rather than group prob- 
lem solving. They often require major administrative efforts to keep them 
working, and the programs can be hurt by slow response to the submissions. 
The written form of communication lacks the motivation that might arise from 
face-to-face discussion of problems. Perhaps most significantly, some super- 
visors have difficulty looking constructively upon the suggestions, and instead 
view them as criticisms of their own ability and practices. 


Middle-management committees 
Middle-management committees are group mechanisms to improve participa- 
tion of managers below top organizational levels. They also are known as 
multiple management, a term used by McCormick and Company, a tea and 
spice company that developed the practice in the 1930s.” 
Multiple management has been used successfully around the world in hun- 
dreds of companies, both unionized and nonunionized. Its central core is a 
junior board of directors that is given the opportunity to study any problem and 
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to recommend courses of action. Employer information is made freely available 
to the board, and its meetings are unrestrained by the presence of senior 
executives. Members make their own bylaws and rotate their membership. 
The program encourages careful study of ideas before they are presented to 
management; therefore top management rarely vetoes a recommendation. 

Multiple management has many benefits, especially for the sometimes over- 
looked middle managers. It is an excellent way to develop executive skills 
among middle managers and train them for top management. It encourages 
their growth and helps them develop a spirit of cooperation as they work 
together. It also taps their reserve of creativity, so new ideas are brought to 
management. The process itself encourages them to study policy issues care- 
fully, take responsibility for their decisions, and broaden their experience. The 
result is a program that helps meet their desire to participate and does so in a 
way that benefits managers, workers, owners, and customers alike. As with any 
program, there have been occasional failures. 


Industrial democracy 


Industrial democracy is government-mandated worker participation at various 
levels of the organization with regard to decisions that affect workers. Occasion- 
ally the term also is applied to voluntary programs rather than mandated ones. 
At lower levels it is applied through works councils; at the top level it is called 
codetermination and typically means that workers or their representatives have 
rights to seats on the boards of directors of firms.23 It was established in West 
Germany in the 1940s, when steel firms were required to organize boards with 
one-third worker representation. Since that time the practice has spread gradu- 
ally to other nations in Western Europe, although the form used varies among 
them. The idea has not gained strong support from labor in the United States. 

The basic philosophy of industrial democracy is to institutionalize worker 
participation in management in order to encourage cooperation rather than the 
traditional attitude of labor against management. This process also should build 
both worker and management understanding of each other's problems. Offset- 
ting disadvantages include weakened ability of management to manage, exces- 
sive paperwork and meeting time, slower decision making, bypassing of middle 
management, and occasional unauthorized release or misuse of confidential 
information. In some situations labor-management conflict has increased rather 
than decreased. In many cases worker apathy is a problem; labor represen- 
tatives are more interested in workplace issues than policy decisions. 


Employee ownership plans 


Employees have often been urged to "buy the prod "5 
product you make"; today, that 
slogan has occasionally been replaced with "buy the company you work for." 
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Employee ownership of a firm emerges when employees provide the capital to 
purchase control of an existing operation. The stimulus often comes from 
threatened closings of marginally profitable plants, where workers see little 
hope of other employment in a devastated local economy. Employee ownership 
has been tried in diverse industries such as plywood, meat packing, steel, and 
furniture manufacturing. On the surface, these plans appear to offer the highest 
degree of participative decision making, as employees take control. Better 
management, heightened morale, and improved productivity have all been 
predicted to follow. 


24 Stock ownership generally inter- 
est in the company's financial success and encouraged workers to remain with the 
company , it did not increase their perception of influence in 


The use of employee ownership plans continues to expand, with as many as 
10 million employees covered in the United States alone. Although some large 
firms like Eastern Airlines, the Hallmark greeting card company, and W. L. 
Gore have some form of employee ownership or stock trusts, the financial 
benefits may be more apparent to employees in smaller firms. Job security also 
has been gained for thousands of workers who were in danger of losing their 
jobs. However, employee ownership plans do not necessarily result in greater 
day-to-day control or direct involvement by employees in key decisions. Some 
firms have even found that the compensation gaps between workers and 
management have widened, and labor-management relations have sometimes 
deteriorated from previous levels. Clearly, employee ownership has costs as 


well as benefits as a participative tool.” 


IMPORTANT CONSIDERATIONS 
IN PARTICIPATION 


] that if participate in helping management decide 
emen rod eus ed. to challenge those actions is weakened. 
These union leaders prefer to remain aloof, having freedom to express disagree- 
ment with management and to challenge it at any time. The opposite point of 
view, held by other leaders, is that participation gives them an opportunity to 
get on the inside and to express their viewpoints before action is taken, which is 
superior to disagreement and protest after a decision is made. In practice most 


Rigid expectations 
may result. 


Authority is 
threatened. 
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union viewpoints are somewhere between these two extremes; some types of 
participation are considered acceptable, but others are not. 


Limitations of participation 


For several pages we have been commenting favorably on participation, so it is 
now appropriate to put the brakes on enthusiasm and toss a few brickbats. 
Participation does have its costs as well as gains. All the prerequisites discussed 
earlier are limitations to some extent, but there are others. 

Technology and organizations today are so complex that specialized work 
roles are required, making it difficult for people to participate successfully if 
they are very far beyond their specialties. This means that lower-level workers 
can participate successfully in operating matters, but they usually have diffi- 
culty in policy matters. 

Difficulties especially arise when workers make proposals in areas where 
they are not competent. Then, when their idea is rejected, they refuse to 
support whatever course of action was adopted and become alienated. A related 
problem is that some workers expect to be consulted on every issue, even those 
to which they cannot contribute. When they are not consulted, they become 
resentful and uncooperative. 

Another issue is an employee's right not to participate. There is no evidence 
that participation is desired by everybody. We have said only that participation 
is a useful means of building better relations in a group, and we also have said 
that people are all different. There is evidence that many individuals do not 
want to be bothered with participation. Shall we, regardless, push them into it 
merely because we think it is good for them? 

A further problem is that supervisors have difficulty adjusting to participa- 
tion. It tends to threaten their traditional authority. Unless higher management 
makes changes to give supervisors new responsibilities that use their surplus 
capacity, they may become dissatisfied. For example, one study of twelve 
companies that had increased worker participation found that supervisors were 
the most dissatisfied and frustrated people in the company. 

Another difficulty with participation—as was the case with scientific manage- 
ment—is that practitioners become lost in the procedures of participation 
while overlooking its philosophy. The substance of participation does not 
automatically flow from its procedures; there is no such mechanistic connec- 
tion. Procedures do not automatically lead to participation; rather, when they 
are used at the right time and in the right way, they make it possible for 
participation to develop in the minds of employees. 

A serious issue with participation is that it can be used to manipulate 
employees. This manipulation is not necessarily by management. It may be by 
the union or by undercover cliques led by members skilled in group dynam- 
ics—the social engineers of consent. Too often groups are used to impose 
conformity on individualistic members. It is no wonder, then, that some 
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employees prefer the open tyranny of an autocratic boss to the sometimes 
hidden tyranny of a group. 


Concluding thoughts 


In spite of its numerous limitations, participation generally has achieved sub- 
stantial success.29 It is not the answer to all organizational problems, but 
experience does show its general usefulness. The demand of employees to 
participate is not a passing fancy. It appears to be rooted deeply in the culture 
of free people around the world, and it is probably a basic drive in human 
beings. They want some control over things that affect them. Because of its 
significance, participation is the kind of practice to which organizational leaders 
need to devote long-range efforts. It affords a means of building some of the 
human values needed at work. It has been so successful in practice that it has 
become widely accepted in more advanced nations. 


SUMMARY 


Participation is an important contributor to organizational effectiveness. Par- 
ticipation is mental and emotional involvement of persons in group situations 
that encourage them to contribute to group goals and share responsibility for 
them. For employees, it is the psychological result of supportive management. 

Participation is a sharing process that may increase the power of both 
employees and the supervisor, because power is an expandable resource. 
When participation’s prerequisites are met, it can provide a variety of benefits 
for both employees and employers. Some employees desire more participation 
than others, so it is most effective when it reasonably matches their needs. If 
there is underparticipation or overparticipation, both satisfaction and perform- 
ance may decline. 

There are a number of participative programs that are effective. All have 
their benefits as well as their limitations. A program that is desirable for some 
employees is not necessarily good for all of them. Labor unions typically 
support management's participative efforts, but they are more hesitant about 
becoming officially involved in these efforts. 


A exchange Democratic management 
P isites for participation Self-managing teams 
Area of job freedom Quality circles 
Overparticipation and eae pros 


Multiple management Employee ownership plans 
Industrial democracy Limitations of participation 
Codetermination 


1 Think of your last full-time or part-time job. Discuss the amount of par- 
ticipation that was there. Was it more or less than you needed? What was 
the effect on you? 

2 Ask several persons outside the class what is meant by “participation.” 
Explain why their answers might differ. 

3 How is it possible for participation to increase the power and influence of 
both manager and employee? 

4 Discuss the prerequisites for effective participation. Do they help explain 
why some managers are relatively autocratic? 

5 Most employees desire more participation. Managers were employees at 
one time. Why, then, don’t these managers provide more opportunities for 
participation? 

6 What benefits can participation provide? Compare the various programs on 
the basis of benefits. 

7 Have you ever worked in a firm with a suggestion program? Did you or your 
friends use it? Discuss. 

8 Appraise the comment, “Managers get enough participation. They are on 
the ‘inside’ and make all the decisions, so they certainly do not need any 
participative aids such as multiple management.” 

9 What was the area of job freedom in your last job? Was it adequate for your 
needs? What groups or institutions restricted this freedom? Based on your 
experiences and reading, do you think government controls are bringing a 
net increase or decrease in job freedoms? Discuss. 

10 Think of a time when you were a member of a student group assigned to 
complete some project. Was the group a self-managed team? Explain. Did 


anyone in the group help you to observe, evaluate, and reinforce appropri- 
ate behaviors? 


E zuteitn ind thes 


1 Through brief class discussion, identify a problem on campus or in the local commu- 
nity that is currently creating considerable interest. Indicate who is in charge of 
solving the problem, (wh 4s à mayor or university president) and which people are 


2 Divide the class in half, with one half assuming the role of mayor (or president) and 


the other being assigned the role of community group (or students). These two types 
of groups may be further divided to create face-to-face 
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3 Working as a group (from the perspectiveof the role you have been assigned), assess 
the importance of each of the major dimensions from Vroom's model on the form 
provided below. (Place an X in the appropriate column.) 


DIMENSION ASSESSMENT 
1 


1 Importance of cost considerations 

2 Availability of information 

3 Degree of problem structure 

4 Need for group's commitment 

5, Deion M gh prier neue! Mas sitit been 


6 Congruence of individual and organizational goals 
1 Likelihood of conflict among group members over 
preferred solution 


8 Level of information available in the group 

9 Constraints on time available 

10 Geographical dispersion of group members 

11 Leader's motivation to conserve time 

12 Leader's motivation to develop group members 


What Its of this assessment tell you about which leadership approach to use 

4 What do the Which dimensions push a manager toward the autocratic , and 

which toward the consensus group method of decision making? What other informa- 

Dace orig ven en f ahe Pm asne ae 

. What is t 

md M this approach to major problems that they face? What would 
prevent them from doing so, and what would encourage them to do so? 


JOE ADAMS 
Adams supervisor in the final assembly department of an automobile 
body plant Varin this department is not dependable, with temporary layoffs 
hut weeks occurring three or four times a year. The work is physically 
difficult but the skill required is minimal; so most employees are high school 
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graduates only. Some do not even have a high school education. About one- 
third of the work force comes from ethnic and racial minority groups. The work 
procedure and pace of work are tightly controlled by industrial engineers and 
other staff groups. 

Adams attended a one-day conference of his Supervisors’ Association re- 
cently and learned the many potential benefits of participation. In his own 
words, "This conference sold me on participation," so now he wishes to 
establish it in his assembly department. Management feels that conditions on 
an assembly line are not suitable for participation. Further, it believes that the 
majority of workers employed have an autocratic role expectation of supervi- 
sion. In addition, management has said that the production schedule will not 
allow time off for participation during the workday. This means that if Adams 
wants to hold any meetings about participation, he will have to do so after work 
and on the workers' own time. Adams feels sure that his employees will not 
wish to remain after work on their own time, and he is not even sure that they 
would do so if he paid them overtime. 


Questions 

1 Recommend a course of action for Adams. 

2 Would any ideas from the following be helpful in this case: McGregor, Herzberg, 
McClelland, Fiedler, models of organizational behavior, prerequisites for participa- 
tion, area of job freedom, and programs for participation? 


1 Judith M. Bardwick, “How Executives Can Help ‘Plateaued’ Employees,” Manage- 
ment Review, January 1987, p. 45. 

2 Raymond E. Miles, in Bill Saporito, “The Revolt Against "Working Smarter,” 

; NOS July 21, 1986, p. 58. 

e actual degree of involvement in various participative programs varies substan- 
tially from passive to active, as noted by Peter R. Richardson, "Courting Greater 
GERM ig phe ae Participative Management,” Sloan Management 

4 Peter Lazes, “Employee Involvement Activities: Saving Jobs and Money Too,” New 
> ay em ek 1986, pp. 58-60. 

X rger and W. J. Dickson, Management and the Worker, Cambridge. 
Mass.: Harvard University Press, 1939: Norman R. F. Maier, Psychology in Indus- 
my. gore ps prod ER ird 1946, pp. 264-266; Lester Coch and John 

DE 3 'ercoi istance to C| * «d 

t iE E g o Change,” Human Relations, vol 
Katherine I. Miller and Peter R. Monge, “Participation, Satisfaction, and Productiv- 
ity: à Mot Analytic Review," Academy of Management Journal, December 1986, 

7 John W. Newstrom and Jon L. Pierce, "Popular Business Books i 

J ` : Implications for 
Management Development,” paper presented at the 47th annual Academy of Man- 

" agement prem New Orleans, 
Edward E. Lawler III, "Education, Management Style, and Organizational Effec- 

E ieri boat ge Psychology, Spring 1985, pp. 1-96. 

ashkin, “Participative Management Remai ive," 
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h, no! Not another committee meeting," the executive 
groaned. "It's only Wednesday morning, and I've been to 
five meetings already this week. When am I going to get 
my work done?" Meetings, conferences, and committees 


have on various occasions been described as a waste of 
executive time, a source of confusion, and an excuse for indecision. Managers 
sometimes comment, “A committee of one is the best committee" and “The 
only thing that comes out of a meeting at my company is people." In spite of all 
this condemnation, committees and other group activities have continued to 
flourish. Instead of becoming extinct, they are an important part of organiza- 
tional behavior. The modern executive seldom gets through a day without 
attending a meeting of some type, and executives occasionally complain of 
fatigue and anxiety from too many unproductive meetings. 

Meetings are necessary but they do introduce more complexity and more 
chances of problems when improperly used. Some committees are used not to 
reach decisions but to put them off and not to develop employees but to hide 
incompetence. On occasion, emotional issues overshadow the decision to be 
made, and interpersonal relations require delicate handling. 

This chapter discusses the benefits that can occur when people relate to each 
other in face-to-face interaction or group situations. Managers can demonstrate 
greater interpersonal competence in these situations through appropriate use 
of conflict management tactics, assertiveness, and transactional analysis. An 
understanding of group dynamics, and alternative roles and structures to be 
used, is also important. 


INTERPERSONAL DYNAMICS 


The nature of conflict 


Conflict arises from disagreement over the goals to attain or the methods used 
to accomplish them. In organizations, conflict among different interests is 
inevitable, and sometimes the amount of conflict is substantial. One survey 


reported that managers spend an estimated 20 percent of their time dealing 
with conflict. 


Interpersonal conflict arises from a variety of sources, such as:* 


8 Organizational change 
m Personality clashes 

u Different sets of values 
m Threats to status 


= Contrasting perceptions and points of view 


Some conflict is a response to actions taken by the employer. Several of the 


sources, however, are a direct reflection of the Law of Individual Differences 
that was presented in Chapter 1. 
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Advantages 


Disadvantages 
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Effects of conflict 


Conflict is often seen by participants as destructive, but this is a limited view. 
In fact, one observer notes that "by adeptly avoiding conflict with coworkers, 
some executives eventually wreak organizational havoc."5 Conflict is not all 
bad, but rather may result in either productive or nonproductive outcomes. A 
more positive view, then, is to see conflict as nearly inevitable and search for 
ways in which it can result in constructive outcomes. 

One of the benefits produced by conflict is that people are stimulated to 
search for improved approaches that lead to better results. It energizes them to 
be more creative and to experiment with new ideas. Another benefit is that 
once-hidden problems are brought to the surface, where they may be con- 
fronted and solved. Just as fermentation is necessary in the production of fine 
wines, a certain amount of ferment can create a deeper understanding among 
the parties involved in a conflict. And once the conflict is resolved, the 
individuals may be more committed to the outcome through their involvement 
in solving it. 

There are also possible disadvantages, especially if the conflict lasts a long 
period of time or becomes too intense. At the interpersonal level, cooperation 
and teamwork may deteriorate. Distrust may grow among people who need to 
coordinate their efforts. For individuals, some may feel defeated, while the 
self-image of others will decline. Predictably, the motivation level of some 
employees will be reduced. It is important, then, for managers to be aware of 
the potential for interpersonal and intergroup conflicts, to anticipate their likely 
outcomes, and to use appropriate conflict resolution strategies. Each of these 


will now be introduced. 


Two types of conflict 


INTERPERSONAL CONFLICT Interpersonal conflicts are a serious problem to 
many people because they deeply affect a person's emotions. There is a need to 
protect one's self-image and self-esteem from damage by others. When these 
self-concepts are threatened, serious upset occurs and relationships deterio- 
rate. Sometimes the temperaments of two persons are incompatible and their 
personalities clash. In other instances, conflicts develop from failures of com- 


munication or differences in perception. 


office employee conflict with another employee in a different 
An offe emptore E t» e first employee that there was no way to resolve the 


Intergroup conflicts between different departments 
. On a minor scale these are something like the wars 
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power, and improve its image. Conflicts arise from such causes as different 
viewpoints, group loyalties, and competition for resources. Resources are 
limited in any organization. Most groups feel that they need more than they can 
secure, so the seeds of intergroup conflict exist wherever there are limited 
resources. For example, the production department may want new and more 
efficient machinery, while the sales department wants to expand its sales force, 
but there are only enough resources to supply the needs of one group. 


Outcomes and approaches 


CONFLICT OUTCOMES Conflict may produce four distinct outcomes, depend- 
ing on the approaches taken by the people involved.9 Figure 11-1 illustrates the 
Four outcomes different outcomes. The first situation is termed “lose-lose,” in which a conflict 
deteriorates to the point that both parties are worse off than they were before. 
An extreme example is the case of an executive who fires the only person who 
knows the secret formula for the organization's most successful product. The 
second quadrant is “lose-win,” a situation in which one person (individual A) is 
defeated while the other one (B) is victorious. In quadrant three ("win-lose") 
the situation is reversed, with individual B losing to individual A. The fourth 
outcome is “win-win,” in which both persons perceive that they are in a better 


Win 


Individual's 
outcome 


FIGURE 11-1 
Four possible 
outcomes of conflict 


Lose Win 


Other person's outcome 
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Intentions affect 
strategies. 


Four strategies 


FIGURE 11-2 
Probable rela- 
tionships between 
conflict resolution 


strategies and out- 


comes 
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position than they were before the conflict began. This is the ideal outcome to 
try to achieve. 


PARTICIPANTINTENTIONS Conflict outcomes are a product of the participants’ 
intentions, as well as their strategies. For example, Jason may actually seek a 
lose-win outcome in a conflict with Becky because of the perceived benefits of 
being defeated on a particular issue. He may fear the consequences of retribu- 
tion from too many earlier victories over Becky, or he may try to lose in hopes 
that Becky will reciprocate on another issue in the future. At the other ex- 
treme, Marcia may hope for a win-lose outcome in her conflict with Jessica. 
This intended effect is often caused by a “fixed-pie” (or zero-sum) viewpoint, in 
which Marcia believes that she can succeed only at the expense of Jessica. 


RESOLUTION STRATEGIES Intentions help participants select their strategies. 
Once they have been chosen and implemented, the strategies have a substan- 
tial impact on the outcomes reached (actual winning or losing). This is shown in 
Figure 11-2. The simplest strategies focus on either cooperation or competi- 
tion, but a widely used approach suggests that there are at least four clearly 
different strategies." These are: 


m Avoiding— physical or mental withdrawal from the conflict 

m Smoothing—accommodating the other party's interests 

m Forcing—using power tactics to achieve a win 

m Confronting—facing the conflict directly, and working it through to a mutu- 
ally satisfactory resolution. 


Although any of the four strategies may be effective for its intended purpose 
of winning or losing, the confronting approach has many behavioral benefits. 
Both parties will see the recent conflict as productive, since both received 
gains. Also important is their perception that the process was a supportive one, 
in which problem solving and collaboration helped integrate the positions of 
both parties. As a result, research shows that participants find the confronting 
approach to be the most satisfying.® Many labor-management groups have been 


RESOLUTION STRATEGY PROBABLE OUTCOME 
Avoidance Lose-lose 
Smoothing Lose-win 
Forcing Win-lose 
Confronting Win-win 


——— 


FIGURE 11-3 
Stages in assertive 
behavior 
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formed with the objective of seeking new ways to confront each other in 
constructive ways. 


Assertive behavior 


Confronting conflict is not easy for some people. When faced with the need to 
negotiate with others, some managers may feel inferior or be in awe of the 
other person's power. Under these conditions they are likely to suppress their 
feelings (part of the avoidance strategy) or strike out in unintended anger. 
Neither response is truly productive. 

A constructive alternative is to practice assertive behaviors. Assertiveness is 
the process of expressing feelings, asking for legitimate favors, and giving and 
receiving honest feedback.9 An assertive individual is not afraid to request that 
another person change an offensive behavior, and also feels comfortable refus- 
ing unreasonable requests from someone else. Assertiveness training involves 
teaching people to develop effective ways of dealing with a variety of anxiety- 
producing situations. 

Assertive people are direct, honest, and expressive. They feel confident, gain 
self-respect, and make others feel valued. By contrast, aggressive people may 
humiliate others, and unassertive people elicit either pity or scorn from others. 
Both alternatives to assertiveness typically are less effective for achieving a 
desired goal. 

Being assertive in a situation involves five stages, as shown in Figure 11-3. 
When confronted with an intolerable situation, assertive people describe it, 
express their feelings, and empathize with the other's position. Then they offer 
alternatives, and indicate the consequences that will follow. Not all five steps 
may be necessary in all situations. As a minimum, it is important to describe 
the present situation and make recommendations for change. Use of the other 
steps would depend on the significance of the problem and the relationship 
between the people involved. Assertiveness training programs generally pre- 


STAGE EXAMPLE 
1 Describe the behavior. “When you do this. . . .” 


2 Express your feelings. “T feel..." 


3 Empathize. “I understand why you. . . .” 
4 Negotiate a change. ` "I want you to... .” 
5 Indicate consequences. “If you do (don't), I will. . . ." 
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sent the steps available to use, provide a role model to observe, and encourage 
trainees to practice assertive behavior. 


One organization that tried assertiveness training basis and imple 
roi deed stad pm M^ 
device to give women employees the confidence and skills to compete effectively 


Assertive behavior generally is most effective when it integrates a number of 
verbal and nonverbal components. Eye contact is a means of expressing sin- 
cerity, while an erect body posture and direct body positioning may increase 
the impact of a message. Appropriate gestures may be used, congruent facial 
expressions are essential, and a strong but modulated voice tone and volume 
will be convincing. Perhaps most important is the spontaneous and forceful 
expression of an honest reaction, such as "Tony, I get angry when you always 
turn in your report a day late!" 


Transactional analysis 

When people interact in assertive or nonassertive ways, there is a social 
transaction in which one person responds to another. The study of these social 
transactions between people is called transactional analysis (TA). Transactional 
analysis was developed by Eric Berne for psychotherapy in the 1950s. Its 
application to ordinary interactions soon was apparent and was popularized by 
Berne's book Games People Play (1964) and by Harris, Jongeward, and oth- 
ers.!! The objective of TA is to provide better understanding of how people 
relate to each other, so that they may develop improved communication and 
human relationships. 


EGO STATES According to Berne, people interact with each other from one of 
three psychological positions, known as ego states. These ego states are called 
Parent, Adult, and Child, and a person can operate from any one of the three. 
People whose Parent ego state is in control may be protective, controlling, 
nurturing, critical, or instructive. They may dogmatically refer to policies and 
standards with such comments as "You know the rule, Angelo. Now follow it." 

The Adult ego state will appear as rational, calculating, factual, and unemo- 
tional behavior. It tries to upgrade decisions by seeking facts, processing data, 
estimating probabilities, and holding factual discussions. 

The Child ego state reflects the emotions developed in response to childhood 


experiences. It may be spontaneous, dependent, creative, or rebellious. Like 


an actual child, the Child ego state desires approval from others and prefers 
immediate rewards. It can be identified by its emotional tone, as when an 
employee comments to the supervisor, "You're always picking on me!" 


Complementary 


FIGURE 11-4 
Complementary and 
crossed transactions 
in transactional 
analysis 
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Several comments about ego states are in order. First, conversations often 
are a mixture of reactions from Parent, Adult, and Child. Second, each ego 
state has both positive and negative features—it can add to or subtract from a 
person's feeling of satisfaction. Third, we can detect the ego state that is in 
control by carefully observing not only the words used but also a person's tone, 
posture, gestures, and facial expression. 


TYPES OF TRANSACTIONS Transactions may be complementary or noncomple- 
mentary. They are complementary when the ego states of the sender and 
receiver in the opening transaction are simply reversed in the response. When 
the pattern between ego states is charted, the lines are parallel. This rela- 
tionship is shown in Figure 11-4, in which the supervisor speaks to an em- 
ployee as Parent to Child and the employee responds as Child to Parent. For 
example, the supervisor says, "Janet, I want you to stop what you're doing and 
hurry to the supply room to pick up a box they have for me." The employee 
dac "I don't want to go, because I'm busy; but I will, since you are the 

SS. 

If a supervisor initiates a transaction in a Parent-to-Child pattern, the em- 
ployee tends to respond from a Child state. Unfortunately, a superior- 
subordinate relationship tends to lead to Parent-Child transactions, especially 


Supervisor Employee 


Supervisor Employee 


Complementary transaction Crossed transaction 
KEY: 
S-Stimulus — R-Response 


Crossed 


iewing yourself 
others 
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when instructions are given or appraisals are conducted. If the supervisor's 
behavior is dominated by this pattern, it may lead to reduced interpersonal and 
group effectiveness. 

Noncomplementary transactions, or crossed transactions, occur when the 
stimulus and response lines are not parallel, as also shown in Figure 11-4. In 
this instance the supervisor tries to deal with the employee on an Adult-to- 
Adult basis, but the employee responds on a Child-to-Parent basis. For exam- 
ple, the supervisor asks, "George, how do you think we ought to handle that 
late delivery on the IC order?" The employee then responds not from an Adult 
state but with the following Child-to-Parent comment: "That's not my problem. 
You are paid to make the decisions here." The important point is that when 
crossed transactions occur, communication tends to be blocked and a satisfac- 
tory transaction is not accomplished. Conflict often follows soon afterward. 

In general, the transaction that is likely to be most effective at work is that of 
Adult to Adult. This kind of transaction encourages problem solving, treats 
people as reasonable equals, and reduces the probability of emotional conflicts 
between people. However, other complementary transactions can operate with 
acceptable success. For example, if the supervisor wants to play the Parent role 
and the employee wants the role of Child, they may develop a working 
relationship that is reasonably effective. In this situation, however, the em- 
ployee fails to grow, mature, and learn how to contribute ideas. The conclusion 
is that, although other complementary transactions do work, the one with best 
results and least chance of problems at work is the Adult-to-Adult transaction. 


LIFE POSITIONS Each person tends to exhibit one of four life positions. Very 
early in childhood a person develops a dominant way of relating to people. That 
philosophy tends to remain with the person for a lifetime unless major experi- 
ences occur to change it; hence it is called a life position. Although one life 
position tends to dominate a person's transactions, other positions may be 
exhibited from time to time in specific transactions. That is, a life position 
dominates, but it is not the only position ever taken. 

Life positions stem from a combination of two viewpoints, as shown in Figure 
11-5. First, how do people view themselves? Second, how do they view other 
people in general? Either a positive response (OK) or a negative response (not 
OK) results in four possible life positions, which are: 


= I'm not OK—you're OK. 
m I'm not OK—you're not OK. 
a I'm OK—you're not OK. 
a I'm OK—you're OK. 
The desirable position and the one that involves the greatest likelihood of 


Adult-to-Adult transactions is “I'm OK—you're OK.” It shows healthy accep- 
tance of self and others. The other three life positions are less psychologically 


FIGURE 11-5 
Four life positions 
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Attitude toward myself 


Negative Positive 
Attitude toward others 
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mature and less effective. The important point is that, regardless of one's 
present life position, the "I'm OK-—you're OK" position can be learned. 
Therein lies society's hope for improved interpersonal transactions. 


One study assessed the use of humor in management as it relates to both ego states 
and life positions.!? Some interesting patterns emerged from an assessment of 
thirty-six different functions played by humor in superior-subordinate relations. 
Most (harmless) humor at work was seen as stemming from the playful Child ego 
state (announcing, for example, "It's playtime!") The Parent state also uses humor, 
but more often to ridicule, express disapproval, or maintain social distance. There is 
limited use of humor from the Adult, but it can be used to create social cohesion, 
break down pretenses, or even introduce change nondisruptively. : 
The use of humor varies sharply across life positions, with the least use by an “I'm 
not OK—you're not OK" person. The most positive uses are by the “I'm OK—you' re 
OK" individual, who is likely to use humor to facilitate self-disclosure, create 


spontaneity, or relieve tension. This study illustrates just one of the many applica- 
tions of TA in work situations. 


STROKING People seek stroking in their interaction with others.!? Stroking is 
defined as any act of recognition for another. It applies to all types of recogni- 
tion, such as physical, verbal, and eye contact between people. In most jobs the 
primary method of stroking is verbal, such as "Pedro, you had an excellent sales 
record last month." Examples of physical strokes are a pat on the back and a 
firm handshake. 

Strokes may be either positive, negative, or mixed. Positive strokes feel good 
when they are received and contribute to a person's sense of being OK. 
Negative strokes hurt physically or emotionally and make us feel less OK about 
ourselves. An example of a mixed stroke is the supervisor's comment, "Oscar, 
that's a good advertising layout, considering the small amount of experience 
you have in this field." In this instance the supervisor is communicating in à 
judgmental Parent-to-Child pattern, and perhaps the negative stroke about 
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lack of experience is included to show superiority or in retaliation for an earlier 
negative stroke given by the employee. 

The supervisor normally secures a better result by avoiding the punishing 
Parent-to-Child approach and initiating an Adult-to-Adult communication. 
Using this approach with a tardy employee, the supervisor might say, "Good 
morning, Maria. Did you have some problem this morning?" The discussion 
might then develop into an Adult problem-solving conversation (I'm OK— 
you're OK) that will reduce the probability of future tardiness. 

There also is a difference between conditional and unconditional strokes. 
Conditional strokes are offered to employees if they perform correctly or avoid 
problems. A sales manager may promise "I will give you a raise if you sell three 
more insurance policies." Unconditional strokes are presented without any 
connection to behavior. Although they may make a person feel good (for 
example, “You're a good employee"), they may be confusing to employees 
because they do not indicate how more strokes may be earned. Supervisors will 
get better results if they give more strokes in a behavior modification frame- 
work, where the reward is contingent upon the desired activity. 


Employee hunger for strokes, and the occasional reluctance of supervisors to use 
them, is demonstrated in this conversation. Melissa, a stockbroker, had just made a 
presentation to a group of prospective customers. Later, she excitedly asked her 
manager how she had done. “You did a nice job,” he began (and Melissa's eyes lit up 
in pleasure). "Not a great job, but a nice job.” Although she didn't show her 
disappointment, we can guess that her spirits were considerably dampened by his 
qualified remark. 
TA AND LEADERSHIP When managers transact primarily from a single ego 
state, they limit their choice of leadership styles. For example, the person with 
a dominant Parent ego state will tend toward a more autocratic style. If the 
Child state is dominant, the free-rein style may be used extensively. However, 
a supervisor who feels “I'm OK—you're OK" and has a well-developed Adult 
state is more likely to collect data prior to making a choice of style. The style 
chosen by the Adult state generally will allow ample freedom for employees to 
participate in the decision process. ; 


TA AND CONFLICT RESOLUTION There are several natural connections be- 
tween TA and the approaches to resolving conflict that were discussed earlier in 
this chapter. The Parent ego state may lead to the use of a forcing strategy, 
while the Child state may smooth over conflicts, or try to avoid them. The "I'm 
OK-— you're OK" person is more likely to seek a win-win outcome, applying 
the Adult ego state and a confrontational strategy. Other probable connections 
are shown in Figure 11-6. Once more, the relationship among a number of 


behavioral ideas and actions is apparent. 


BENEFITS OF TA Organizations that have used TA report that it has been 
moderately successful. Training in TA can give employees fresh insights into 


FIGURE 11-6 
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LIFE POSITION RESOLUTION STRATEGY PROBABLE BEHAVIOR 
I'm not OK—you're not OK. Avoidance Nonassertiveness 

I'm not OK—you're OK. Smoothing Nonassertiveness 

I'm OK—you're not OK. Forcing Aggressiveness 

I'm OK—you're OK. Confronting Assertiveness 


their own personalities, and it also can help them understand why others 
sometimes respond as they do. A major benefit is improved interpersonal 
communication. Employees can sense when crossed communication occurs and 
then can take steps to restore complementary communication, preferably in the 
Adult-to-Adult pattern. The result is a general improvement in interpersonal 
transactions. TA especially is useful in sales and other areas where success 
depends on customer relations. 


One company gave its managers a week-long course that combined three days of 
transactional analysis with two days of motivation theory. The motivation theory 
helped the managers make better use of the TA training. A year following the 
training, resignation rates of employees were compared for departments supervised 
by managers who had the training and those who did not. The rate in departments of 
trained managers had dropped to 3 percent monthly, but in other departments the 
rate was four times as high. This was a significant difference and appeared to result 
from the training, since other conditions were relatively equal. 


Assertiveness training and transactional analysis in combination can be 
powerful tools for increasing one's interpersonal effectiveness. They both share 
the goal of helping employees to feel “OK” about themselves and others. Both 
also endorse the use of more Adult-based problem solving. The result is that 
they help improve communication and interpersonal cooperation. Although 
they can be practiced by individuals, these tools will be most effective when 
they are widely used throughout the organization and supported by top man- 
agement. '4 Together, they form an important foundation for the more complex 
challenges that confront people who work in small groups and committees. 


GROUP DYNAMICS 


Small groups have existed since the time of the first human family. In recent 
years, however, people have started to study scientifically the processes by 
which small groups work. Some of the questions they have addressed are: What 
is the role of “leader” in a small group? Does the role vary with different 
objectives? Does a group have different kinds of leaders operating concur- 
rently? In what ways and under what conditions are group decisions better than 
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individual ones? These questions still remain partly unanswered, but progress 
is being made. 

The social process by which people interact face-to-face in small groups is 
called group dynamics. The word “dynamics” comes from the Greek word 
meaning “force”; hence “group dynamics” refers to the study of forces operat- 
ing within a group. Two important historical landmarks in our understanding of 
small groups are the research of Elton Mayo and his associates in the 1920s and 
1930s and the experiments in the 1930s of Kurt Lewin, the founder of the group 
dynamics movement. As discussed in earlier chapters, Mayo showed that 
workers tend to establish informal groups that affect job satisfaction and effec- 
tiveness. Lewin showed that different kinds of leadership produced different 
responses in groups. 

Groups have properties of their own that are different from the properties of 
the individuals who make up the group. This is similar to the physical situation 
in which a molecule of salt (sodium chloride) has different properties from the 
sodium and chlorine elements that form a “group” to make it. The special 
properties of groups are illustrated by a simple lesson in mathematics. Let us 
say, “One plus one equals three.” In the world of mathematics that is a logical 
error, and a rather elementary one at that. But in the world of group dynamics 
it is entirely rational to say, “One and one equals three.” In a group there is no 
such thing as only two people, for no two people can be conceived without their 
relationship, and that makes three. 

There are two principal types of group interaction. One exists when people 
are discussing ideas or solving problems. This is generally called a meeting. The 
other exists when people perform tasks together, and this is called a team. 
Meetings will be discussed here, and a discussion of teams will be included in 
the chapter on organizational development. 


MEETINGS 


Meetings are convened for many purposes, such as to share information, seek 
advice, make decisions, negotiate, coordinate, and stimulate creative thinking. 
A committee is a specific type of group meeting in which members in their 
group role have been delegated authority with regard to the problem at hand. 
The group's authority usually is expressed in terms of one vote for each 
member. This means that if a supervisor and a worker serve as members of the 
same committee, both usually have equal committee roles. The worker may 
even have greater actual influence on the committee's outcome due to differ- 
ences in expertise, interest, or experience. Committees often create special 
human problems because people are unable to make adjustments from their 
normal work roles and relationships. 

One challenge for members is the fact that committees and other groups 
often pass through a series of developmental stages as their members work 
together.!5 These stages are not rigidly followed, but represent a broad pattern 


Group life stages 


Systems view 


FIGURE 11-7 
Systems view of 
effective committees 


PART 3 Leadership and organizational change 


that may be observed in many settings. The identifiable stages are the result of 
a variety of issues that the committee faces, such as "Who should be included?" 
and “How should the group be structured?" In addition, members want to 
know what rules to follow and what each person will contribute. Four typical 
stages in a group's life can be described as: 


1 Members’ getting to know each other, and becoming oriented toward the 
group's task 

2 Development of conflict over issues of status, control, and appropriate group 
direction 

3 Emergence of group norms to guide behavior, and development of cooper- 
ative feelings 


4 Integration of functional roles, and completion of various tasks 


Awareness of these stages can be helpful to group members, who can better 
understand what is happening to themselves and help each other work through 
the issues involved. Groups are always different, of course, and consequently 
not all groups will experience all of the stages. 

Identifying and responding to these stages can be challenging for a leader. 
However, a useful way to approach the management of committees is to apply 
the systems idea discussed in Chapter 1. As shown in Figure 11-7, effective 
committees require consideration of their inputs (size, composition, and 
agenda), the group process (leadership roles and alternative structures), and 
outcomes (quality of the decision and the group's support for it). Following 
those discussions, the problems inherent in groups will be reviewed. 


Factors to consider 


SIZE The size ofa meeting tends to affect the way that it works. If membership 
rises above seven, communication tends to become centralized because mem- 


Inputs Processes Outcomes 
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bers do not have adequate opportunity to communicate directly with one 
another. If it is necessary to have a larger committee to represent all relevant 
points of view, special effort and extra time are required to ensure good 
communication. A meeting of five people seems to be preferred for typical 
situations. A smaller meeting sometimes has difficulty functioning because 
conflicts of power develop. 


COMPOSITION Leaders of committees, problem-solving groups, and task 
forces often have the opportunity to select the members. When doing so, they 
need to consider various factors, such as the committee's objective, the mem- 
bers’ interest level and time available to serve, and the past history of working 
relationships among the potential members. 


One study examined the personal characteristics sought in appointees to seven types 
of committees.!6 In general, the top-level administrators preferred persons who had 
a high stake (interest) in the outcome and were respected by their peers. Desire for 
persons who were knowledgeable, cooperative, and either advocated or opposed the 


oficial posten varied enmsiderably, depending wana tho type ef esiti 1o Ye 
created. 


AGENDAS Meetings work simultaneously at two different levels. One level is 
the official task of the group, known as the surface agenda. The other level 
involves members’ private emotions and motives, which they have brought 
with them but keep hidden under the conference table. These are the hidden 
agendas of the meeting. Frequently when a group reaches a crisis in its surface 
agenda, these hidden agendas come to life to complicate the situation. Con- 
versely, sometimes a group seems-to be making no progress and then suddenly 
everything is settled. What may have happened is that a hidden agenda finally 
was solved (even though members did not know they were working on it), 
making it easy to settle the surface agenda. An example is that of the staff 
specialist who is searching for a way to retaliate against a supervisor, and the 
specialist is blind to everything else until the hidden agenda can be resolved 


satisfactorily. 


LEADERSHIP ROLES Groups tend to require not one but two types of lead- 
ership roles: that of the task leader and that of the social leader. 17 Figure 11-8 
provides illustrations of the nature of each role. The task leader's job in 2 
meeting is to help the group accomplish its objectives and stay on target. The 
idea is to provide necessary structure by stating the problem, giving anc 
seeking relevant facts, periodically summarizing the progress, and checking fo 
agreement. 

Difficulties sometimes arise because the task leader may irritate people an 
injure the unity of the group. It is the social leader's role to restore anı 
maintain group relationships by recognizing contributions, reconciling dis 

ments, and playing a supportive role to help the group develop. A 
especially challenging task is to blend the ideas of a deviant member with th 
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Task roles 

o Define a problem or goal for the group. 

o Request facts, ideas, or opinions from members. 

o Provide facts, ideas, or opinions. 

o Clarify a confused situation; give examples; provide structure. 
o Summarize the discussion. 

o Determine whether agreement has been reached. 


Social roles 

o Support the contributions of others; encourage them by recognition. 
o Sense the mood of the group and help members become aware of it. 
o Reduce the tension and reconcile disagreements. 

o Modify your position; admit an error. 

a Facilitate participation of all members. 

o Evaluate the group's effectiveness. 


thoughts of other participants. Although one person can fill both the task and 
social roles, often they are separate. When they are separate, it is important for 
the task leader to recognize the social leader and try to form a coalition of the 
two leaders for improved effectiveness. 


An example of moderate group activity is the committee meeting in Figure 11-9. In 
this committee all members except Fleming communicated with the leader. Seven of 
the ten members communicated with members other than the leader, but they 
tended to talk only to members near them, probably because of the committee's 
large size and layout. Johnson, Smith, and Fleming participated the least; all the 
other members participated actively, The chart shows clearly that the leader's 
principal means of creating discussion was to ask questions. 


Structured approaches 


The committee meetings discussed above generally involve open discussion of 

a problem or issue. Other methods have been developed that work for specific 

objectives or provide greater control over the process. Three important alter- 

wey. structures are brainstorming, nominal groups, and Delphi decision 
ng. 


BRAINSTORMING Brainstorming is a popular method of encouraging creative 
thinking.!* Its main advantage is deferred judgment, by which all ideas—even 
unusual and impractical ones—are encouraged without criticism or evaluation. 
Ideas are recorded as fast as they can be suggested; then they are evaluated for 
usefulness at a later time. The purpose of deferred judgment is to encourage 
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ropose bold, ue ideas without worrying about what others think 
y sen approach panes produces more ideas than the conventional 
approach of thinking and judging concurrently. Brainstorming sessions last 
from ten minutes to one hour and require no preparation other than general 


greater task orientation, building upon ideas exchanged, and the feeling that 
the final product is a team solution. 


NOMINAL GROUPS Nominal groups are another means that may be used for 
Work independently; decision making. Here individuals are presented with a problem, and they each 
combine ideas. develop solutions s 
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group members choose the best alternatives by secret ballot. The process is 
called “nominal,” since the members are, on the whole, part of a group in name 
only. Advantages include the opportunity for equal participation by all mem- 
bers, the nondominance of discussion by any one member, and the tight 
control of time that the process allows. 


One research study explored the quality of solutions that were offered to a market- 
ing strategy problem in a nominal group procedure.!? Ideas generated at various 
stages of the process were scored on the basis of quality and creativity. Although the 
ideas with the greatest quality (practicality, pervasiveness, and long-range impact) 
generally appeared early in the nominal group discussion, the most creative ideas 
(which also had moderate quality) were generated late in the session. Two possible 
explanations were offered. The process may place pressure on participants to 
contribute their fair share as they see others continuing to provide suggestions. In 
addition, members may be encouraged to take greater risks to share nonconforming 
ideas as they see the structured process protect other members. 


DELPHI DECISION MAKING In Delphi decision groups, a series of question- 
naires are distributed to the respondents, who do not need to meet face-to-face. 
All communication typically is in writing. Members are selected because they 
are experts or have relevant information to share. They are asked to share their 
assessment of a problem or predict a future state of affairs (e.g., corporate sales 
in the year 2000). Explanations of their conclusions also can be shared. Replies 
are gathered from all participants, summarized, and fed back to the members 
for their review. Then they are asked to make another decision based on the 
new information. The process may be repeated several times until the re- 
sponses converge satisfactorily.2° 

Success of the Delphi process depends on adequate time, participant exper- 
tise, communication skill, and the motivation of members to immerse 
themselves in the task. The major merits of the process are: 


m Elimination of interpersonal problems 

m Efficient use of experts’ time 

m Adequate time for reflection and analysis 
= Diversity and quantity of ideas generated 
m Accuracy of predictions and forecasts made 


Potential outcomes 


SUPPORT FOR DECISIONS Probably the most important by-product of meet- 
ings is that people who participate in making a decision feel more strongly 
motivated to accept ít and carry it out. In many instances this is more than a by- 
product— it is the primary purpose of the meeting. Meetings undoubtedly are 
one of the best means available to commit people to carry out a course of action. 
A person who has helped make a decision is more interested in seeing it work- 
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Furthermore, if several group members are involved in carrying out a decision, 
group discussion helps each understand the part others will play, so that they 
can coordinate their efforts. 

Group decisions also carry more weight with those who are not group 
members. Associates, subordinates, and even superiors are more likely to 
accept group decisions. They feel that decisions of this type are more free from 
individual prejudice because they are based on a combination of many view- 
points. Further, the combined social pressure of the entire group stands 
behind the decision. i 


QUALITY OF DECISIONS ln addition to supporting decisions, groups often are 
ettective problem-solving tools. In comparison with an individual, groups typ- 
ically have greater information available to them, a variety of experiences to 
draw upon, and the capacity to examine suggestions and reject the incorrect 
ones. As a result, groups can frequently produce more and better-quality 
solutions to some problems than individuals can. 


Another issue 


CONSENSUS ls unanimous agreement a necessary prerequisite to effective 
group decisions? Without total consensus, group members may be expected to 
carry out decisions they did not support. Divided votes also may set up 
disagreements that carry beyond the meeting. On the other hand, a require- 
ment of unanimity has its disadvantages.?! It may become the paramount goal, 
causing people to suppress their opposition or to tell the group they agree when 
honestly they do not. It is frustrating to all members to have to keep discussing 
a subject long after their minds are made up, simply because they are hoping to 
convince honest dissenters. This is a waste of time and an embarrassment to the 
dissenters. It can delay worthwhile projects unnecessarily. 

Unless the decision is of utmost personal importance to the dissenter, 
agreement of most of the members should be sufficient for consensus. Though 
an isolated minority needs to be heard and respected, so does the majority. 
Organizations must get on with their work rather than stopping to engage in 
endless debates in an effort to reach total agreement. Most employers, there- 
fore, do not expect or require unanimity for committee decisions. In practice, 
consensus is often interpreted to mean that all members feel they have had an 
opportunity to state their views, and believe that they can support the decision 


reached despite their reservations. 


Weaknesses of groups 
A distinguished executive was sitting at home one evening in 1927 as his wife was 
Aading the newspaper account of Lindbergh's historic solo flight from New York 
ts Paris. “Isn't it wonderful,” she exclaimed, “and he did it all alone.” Her 
was. 


husband's classic reply after a hard day at the office 
been even more wonderful if he had done it with a committee!” 


274 


PART 3 Leadership and organizational change 


Because the group approach has weaknesses as well as strengths, some 
people have developed the attitude “You go to the meeting and I'll tend the 
store," meaning that meetings are unproductive labor and someone has to keep 
production humming. Some meetings are unproductive, but a single case does 
not prove the generality. Meetings are an essential and productive part of work 
organizations. Part of our trouble is that we expect too much of them, and when 
they do not meet our expectations, we criticize. But we will get nowhere 
criticizing a tennis court because it is a poor football field. 

Properly conducted meetings can contribute to organizational progress by 
providing participation, integrating interests, improving decision making, com- 
mitting and motivating members to carry out a course of action, encouraging 
creative thinking, broadening perspectives, and changing attitudes. The funda- 
mental decision that must be made with groups, therefore, is not whether to 
have them but how to make the best use of them. To use them, one must know 
their weaknesses, which fall into five major categories: slowness and expen- 
siveness, the leveling effect, polarization, escalating commitment, and divided 
responsibility. 


SLOWNESS AND EXPENSIVENESS As one manager observed: “Committees 
keep minutes and waste hours!" Meetings of all types are a slow and costly way 
to get things done. On occasion, delay is desirable. There is more time for 
thinking, for objective review of an-idea, and for the suggestion of alternatives. 
But when quick, decisive action is necessary, an individual approach is more 
effective. A manager, for example, does not call a committee meeting to decide 
whether to tell the fire department that the building is on fire! 


THE LEVELING EFFECT One of the most convincing criticisms of meetings is 
that they often lead to conformity and compromise. This tendency of a group to 
bring individual thinking in line with the average quality of the group's thinking 
is called the leveling effect, or "groupthink."?? A person begins to think less 
individually about a problem and adapts to the desires of other members. The 
result can be that the ideas of the most dominant person, rather than the better 
ideas, are accepted. 

Leveling is not wholly undesirable, however. It serves to temper unreason- 
able ideas and to curb the autocrat. But it is a group tendency that needs to be 
held in check by training both committee members and leaders in appropriate 
decision-making skills. The groupthink process can also be reduced by appoint- 
ing a "devil's advocate" for each meeting, whose role is to challenge ideas, 
question facts and logic, and provide constructive criticism. 


POLARIZATION In contrast to the leveling effect, an alternative behavior that 
sometimes appears is group polarization. Here, individuals bring to the grouP 
their predispositions toward the topic, and group discussion only serves to 
clarify and sharpen their attitudes. As a result, the group's decision may be 


even more extreme (either risky or conservative) than the merits of the case 
would predict or support. 
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ESCALATING COMMITMENT  Closely related to the problem of groupthink is 
the idea that group members may persevere in advocating a course of action 
despite rational evidence that it will result in failure. In fact, they may even 
allocate additional resources to the project, thereby escalating their commit- 
ment.?? Examples abound of automakers continuing to make certain types of 
cars despite powerful consumer trends away from those types, pharmaceutical 
companies investing millions in the development of drugs that are not likely to 
receive federal approval, and communities that spend heavily on tourist attrac- 
tions in the face of evidence that they can never recoup their investments. 

There are many reasons why decision makers do this. Sometimes they may 
unconsciously fall prey to selective perception, and bias the choice of informa- 
tion used to support their arguments. The competence motive also affects their 
decisions, since their desire to protect their self-esteem prevents them from 
admitting failure until the evidence is overwhelming. Having previously ar- 
gued for an alternative in public makes it more difficult to reverse oneself (for 
fear of "losing face"). In many cultures, there is strong admiration for leaders 
who are risk takers and persist in the face of adversity. All of these forces 
suggest that members of groups need to be especially alert to the escalation 
phenomenon in themselves and others, and be willing to admit and accept their 
losses in some situations. 


DIVIDED RESPONSIBILITY Management literature always has recognized that 
divided responsibility is a problem whenever group decisions are made. It 
often is said that "actions which are several bodies’ responsibility are nobody's 
responsibility.” Group decisions undoubtedly do dilute and thin out responsi- 
bility. They also give individual members a chance to shirk responsibility, using 
justifications such as “Why should I bother with this problem? I didn’t support 
it in the meeting.” 

Many of the disadvantages of group meetings can be overcome readily. The 
preceding discussion suggested that the proper group structures must be 
selected, that group size is an important factor, and that various leadership 
roles must be played. Figure 11-10 presents a set of additional guidelines. 


Emerging directions 

Two themes hold major promise for further advancing our knowledge about 
groups in organizations. One is the preliminary development of contingency 
models. Though not fully developed and researched at this time, a number of 
models are emerging that are designed to help managers know when to take 
different actions.24 Some of these approaches prescribe the amount of freedom 
to allow the group for decision-making purposes. Other models assess some of 
the desired outputs discussed earlier (such as acceptance and quality) and use 
that analysis to indicate whether nominal, Delphi, or regular group processes 
are most appropriate. When further refined, these models will help managers 
choose the method most effective for each situation. 
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o Distribute the agenda and background material in advance. 
o Clarify the objective. 

o Compose the group appropriately. 

o Encourage the expression of minority viewpoints. 
o Separate idea generation from evaluation. 

o Make assumptions explicit. 

o Legitimize questioning attitudes. 

o Control irrelevant discussions. 

o Test the level of support for a decision. 

o Evaluate the group's effectiveness. 

o End on a positive note and assign responsibilities. 


Another promising development is the group decision support system. These 
support systems use computers, decision models, and technological advances 
to remove communication barriers, structure the decision process, and gener- 
ally direct the group's discussion.?5 An example is the electronic boardroom, 
featuring instant display of members' ideas on a large screen, computerized 
vote solicitation and display of results, and electronic transfer of messages 
among individual participants. The potential gains in quality of decisions are 
substantial from the integration of communication, computer, and decision 
technologies. What is not yet known are the effects on members' satisfaction, 
the participants’ sense of involvement, or the balance of task and social roles 
that will be needed. Nevertheless, group decision support systems are an 
exciting development that holds substantial promise for the future. 


SUMMARY 


Interpersonal and intergroup conflict often arise when there is disagreement 
regarding goals or the methods to attain them. Several methods exist for 
handling conflict, and they vary in their potential effectiveness. Assertive 
behavior is also a useful response in situations where a person's needs have 
been disregarded. 

Transactional analysis is the study of social transactions between people. One 
useful approach is the classification of Parent, Adult, and Child ego states. An 
Adult-to-Adult complementary transaction especially is desirable at work. 
Crossed transactions tend to cut off communication and produce conflicts. 
Stroking is sought in social transactions, because it contributes to the satisfac- 
tion of recognition needs. 

Group dynamics is the process by which people interact face-to-face in small 
groups. Groups have properties different from those of their members, just 4 
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molecules are different from the atoms composing them. Meetings are a widely 
used form of group activity, and they can create quality decisions that are 
supported by the participants. Three other forms of group structures are 
brainstorming, nominal groups, and the Delphi technique. Weaknesses of 
groups include the time and cost involved in reaching a decision, the leveling 
effect, polarization, escalating commitment, and divided responsibility. Future 
developments may occur in the areas of contingency models and group decision 
support systems. 


Conflict Task and social leader roles 
Confronting Surface and hidden agendas 
Assertiveness Brainstorming 

Transactional analysis Nominal and Delphi groups 
Parent, Adult, and Child ego states Groupthink 

Life positions Escalating commitment 
Stroking Group decision support systems 
Group dynamics 


1 Discuss the relationship between Theory X and Theory Y, conflict resolu- 
tion strategies, and life positions. 

2 Explain the relationship between assertiveness and the supportive ap- 
proach to human behavior. 

3 Consider this issue: "Resolved, that all employees should be trained to 
become more assertive." Prepare to present both the pros and cons in a 
class debate. 

4 Review the elements of transactional analysis. Would TA be useful for 
training employees in the service department of an electric utility to deal 
more effectively with customers who make complaints about their service? 
Explain. 

5 Review the typical stages in a group's life. Think of a time when you were a 
member of a committee. Were those stages all represented? Did they 
appear in a different order? Did some of them emerge more than once? 
Explain. 

6 Distinguish between the roles of task leader and social leader. Why is it 
difficult for one person to fulfill both responsibilities? Describe how two 
people, one playing each role, might work together to lead a budget 
committee meeting. 

1 Identify five things you will do to create an effective committee the next 
time you are a leader (or member) of one. 
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8 Prepare a matrix, with "Strengths" listed on one side (for example, "gener- 
ates many alternative solutions"), and the three forms of group structure 
across the top. Indicate, by checking the blanks, which strengths each form 
seems to have. (Note that you are basically preparing your own contingency 
model.) 

9 What does consensus mean to you? Has it changed since reading this 
chapter? What other interpretations do you think the term has for other 
people? 

10 The chapter mentioned five major weaknesses in groups. Prepare a coun- 
terargument that describes some of the benefits of using groups. 


L neidinty’ 

THE ANGRY AIRLINE PASSENGER 

Margie James was night supervisor for an airline in Denver. Her office was 
immediately behind the ticket counter, and occasionally she was called upon to 
deal with passengers who had unusual problems that employees could not 
solve. One evening about 11 p.m. she was asked to deal with an angry pas- 
senger who approached her with the comment, "You incompetent employees 
have lost my bag again, and your **** baggage attendant isn't helping me at all. 
I want some service. Is everybody incompetent around here? I have an impor- 
tant speech in that bag that I have to deliver at 9 o'clock in the morning, and if I 
don't get it, I'll sue this airline for sure.” 


Question 
How should James respond to the passenger? Would transactional analysis help her? 
Would assertiveness training help? 


THE OBSTINATE COMMITTEE 
William James is chairperson of a seven-person committee that is considering a 
controversial wage incentive plan for production workers in his company. 
Among its members are representatives of management and employees. Dis- 
cussion frequently becomes emotional. When this occurs, James sometimes 
tells jokes to try to relax the committee and keep it in a problem-solving mood, 
but he has not had much success. On other occasions he tries to get the group 
away from emotionalism by autocratically demanding that members stay on the 
subject, but this approach also has failed. When he is autocratic, usually the 
group becomes angry with him in addition to being emotional concerning the 
subject under discussion. 

James has read that participation helps meetings; consequently, when emo- 
tions get heated, he often tries to get more people to participate. This approach 
seems merely to intensify emotionalism. 


Question 


ae the events reported in this case and offer James some guidance to improve 
results. 
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CHOOSING YOUR LEADER 

1 Divide the class into groups of five to seven people. For the first ten minutes, have 
members introduce themselves by sharing not only their names but also other 
significant information (for example, major accomplishments or future aspirations). 

2 Now ask each group member to take out a piece of paper and write the name of the 
person who the member thinks would make the best leader of the small group. Then 
ask the members to collectively brainstorm, while recording the items on a sheet of 
paper, all the factors they used to select a leader (e.g., what characteristics were 
important to them?). Have them give all the slips to one person, who should tabulate 
the votes for leader. Have the new leader facilitate a discussion of the characteristics 
used to select him or her. Ask the groups to briefly discuss the validity of the selection 
process. 

3 Now direct the groups to reflect on the discussion experience. Have them identify 
who the task and social leaders were, what the hidden agendas were, and who played 
the most assertive roles. What ego states dominated? How would they change their 
behavior if they were to do the exercise again? 
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hange is everywhere, and is constantly present. It is all 

around people—in the seasons, in their social environ- 

ment, and in their own biological processes. Beginning 

with the first few moments of life, a person learns to meet 

change by being adaptive. A person's very first breath 
depends on ability to adapt from one environment to another one that is 
dramatically different. Each hour of the day offers people new experiences and 
challenges throughout their lives. The same is true for organizations, as pointed 
out by Tom Peters in the opening quote for this chapter. 

Human beings are certainly familiar with change, and often prove them- 
selves quite adaptive to it. Why, then, do they often resist change in their work 
environment? This question has troubled managers since the beginning of the 
industrial revolution. The faster pace of change required by the electronic age, 
the shift to a service economy, and global competition has made the solution to 
this question even more important. Even when managers use their most logical 
arguments and persuasive skills to support a change, they frequently discover 
that employees remain unconvinced of the need for it. This chapter will 
examine the nature of change, reasons for resistance to it, and ways to intro- 
duce it more successfully. 


WORK CHANGE 


The nature of work change 


Work change is any alteration that occurs in the work environment. Its effect 
can be illustrated by an experiment using an air-filled balloon. When a finger 
(which represents external change) is pressed against a point on the balloon 
(which represents the organization), the contour of the balloon visibly changes 
(it becomes indented) at the point of contact. Here an obvious pressure, 
representing change, has produced an obvious deviation at the point of pres- 
sure. What is not so obvious, however, is that the entire balloon (the rest of the 
organization) has also been affected and has stretched slightly. As shown by this 
comparison, a safe generalization is that the whole organization tends to be 
affected by change in any part of it. i 

The molecules of air in the balloon represent a firm’s employees. It is 
apparent that those at the spot of pressure must make drastic adjustments. 
Though the change did not make direct contact with the employees (mole- 
cules), it has affected them indirectly. Though none is fired (i.e., leaves the 
balloon), the employees are displaced and must adjust to a new location in the 
balloon. This comparison illustrates an additional generalization: change is a 
human as well as a technical problem. 

The comparison using a balloon may be carried further. Repeated pressure at 
a certain point may weaken the balloon until it breaks. So it is with an 
organization. Changes may lead to pressures and conflicts that eventually cause 
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a breakdown somewhere in the organization. An example is an employee who 
becomes dissatisfied and resigns. 

Admittedly, the foregoing comparison is rough. An employing institution is 
not a balloon; a person is not a molecule; and people are not as free and flexible 
as air molecules in a balloon. What has been illustrated is a condition of 
molecular equilibrium. Organizations, too, tend to achieve an equilibrium in 
their social structure. This means that people develop an established set of 
relations with their environment. They learn how to deal with each other, how 
to perform their jobs, and what to expect next. Equilibrium exists; employees 
are adjusted. When change comes along, it requires them to make new adjust- 
ments as the organization seeks a new equilibrium. When employees are 
unable to make adequate adjustments, the organization is in a state of unbal- 
ance, or disequilibrium. Management's general human objective regarding 
change is to restore and maintain the group equilibrium and personal adjust- 
ment that change upsets. 

Fortunately, many of the organizational changes that occur on a daily basis 
are somewhat minor. They may affect only a few people, be incremental in 
nature, and be relatively predictable. For example, as new procedures evolve 
or new members are added to a work group, existing employees generally do 
not need to change all dimensions of their jobs or acquire totally new behaviors. 
Here a new equilibrium may be readily reached. 

A wide variety of forces, however, may bring about more dramatic changes 
that touch the entire core of an organization.? Many of these have become 
much more common, as the economy, competition, and pace of technological 
change have become more volatile. Examples include the dramatic breakup of 
AT&T, hostile takeovers of firms, leveraged buyouts and subsequent organiza- 
tional restructuring, and natural disasters like oil spills and gas leaks. Crises like 
these, whether positive or negative, demand that managers help guide employ- 
el through the emotional shock that accompanies them back to a new equi- 

rium. 


Responses to change 


Work change is further complicated by the fact that it does not produce a direct 
adjustment as in the case of air molecules. Instead, it operates through each 
employee's attitudes to produce a response that is conditioned by feelings 
toward the change. This relationship was illustrated in a series of classic 
experiments by Roethlisberger and his associates. In one instance lighting was 
improved regularly according to the theory that better lighting would lead to 
greater productivity. As was expected, productivity did increase. Then lighting 
was decreased to illustrate the reverse effect—reduced productivity. Instead, 
productivity increased further! Lighting was again decreased. The result was 
still greater productivity! Finally, lighting was decreased to 0.06 of a footcan- 
dle, which is approximately equivalent to moonlight. According to 


Roethlisberger, “Not until this point was reached was there any appreciable 
decline in the output rate. ”4 , 


Feelings are 
nonlogical. 


Observation affects 
behavior. 


FIGURE 12-1 
Roethlisberger's 
original "X" chart 


From F. J. Roethlisberger, 


Management and Morale, 
Cambridge, Mass.: 
Harvard University Press, 
1941, p. 21. Used with 
permission. 
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THE “X” CHART: A MODEL OF HOW ATTITUDES AFFECT RESPONSE TO 
CHANGE Obviously, better lighting was not by itself causing greater output. 
There was no direct connection between the change and the response. Some 
other intervening variable, later diagnosed as employee attitudes, had crept in 
to upset the expected pattern. Roethlisberger later illustrated the new pattern 
by means of a model of response to change known as the ^X" chart. It is shown 
in Figure 12-1. Each change is interpreted by individuals according to their 
attitudes. The way that people feel about a change then determines how they 
will respond to it. These feelings are not the result of chance; they are caused. 
One cause is personal history, which refers to people's biological processes, 
their backgrounds, and all their social experiences away from work. This is what 
they bring to the workplace. A second cause is the work environment itself. It 
reflects the fact that workers are members of a group and are influenced by its 
codes, patterns, and norms. 

Feelings are not a matter of logic. They are neither logical nor illogical but 
entirely apart from logic. They are nonlogical. Feelings and logic belong in two 
separate categories, just as inches and pounds do. For that reason, logic alone is 
an ineffective means of trying to modify feelings because it does not get at them 
directly. Feelings are not much better refuted by logic than this book's length 
in inches or centimeters is refuted by its weight in pounds or kilograms! 


HAWTHORNE EFFECT One cause of favorable feelings in the groups studied by 


Roethlisberger was the interest shown by the researchers in employee prob- 


lems. This phenomenon later was called the Hawthorne effect, named after the 
orne effect means that the 


factory where the research took place. The Hawth 
mere observation of a group tends to change it. When people are observed, 
they act differently. These changes usually are unintended and not recognized. 
They contaminate the research design, but normally they cannot be prevented. 


volo vsdirC) AG Al ML iiie 


FIGURE 12-2 
Unified social 
response to change 


PART 3 Leadership and organizational change 


Stimulus Individual desire Actual response 


GROUP RESPONSE TO CHANGE Though people individually interpret change, 
they often show their attachment to the group by joining with it in some 
uniform response to the change, as shown in Figure 12-2. This response makes 
possible such seemingly illogical actions as walkouts when obviously only a few 
people actually want to walk out. Other employees who are unhappy seize 
upon the walkout as a chance to show their dissatisfaction and to confirm their 
affiliation with the group by joining with it in social action. Basically, the group 
responds with the feeling, “We're all in this together. Whatever happens to one 
of us affects all of us." John Donne, the seventeenth-century English poet. 
beautifully stated the philosophy of this relationship as follows: 


No man is an Iland, intire of it selfe; 

every man is a peece of the Continent, 

a part of the maine; if a Clod be washed away 

Pousar M S ML LEE 

Promontorie were, as as if a Mannor of thy friends 
's death diminishes me, 


And therefore never send to know for whom the bell tolls: 
It tolls for thee.5 
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HOMEOSTASIS In trying to maintain equilibrium, a group develops responses 
to return to its perceived best way of life whenever any change occurs. Each 
pressure, therefore, encourages a counterpressure within the group. The net 
result is a self-correcting mechanism by which energies are called up to restore 
balance whenever change threatens. This self-correcting characteristic of orga- 
nizations is called homeostasis; that is, people act to establish a steady state of 
need fulfillment and to protect themselves from disturbance of that balance.® 


Costs and benefits 


All changes are likely to have some costs. For example, a new work procedure 
may require the inconvenience of learning new practices. It temporarily may 
disrupt work and reduce motivation. There also may be the cost of new 
equipment or relocation of old equipment. These costs are not merely eco- 
nomic; they also are psychological and social. They usually must be paid in 
order to gain the benefits of proposed changes. 

Because of the costs associated with change, proposals for change are not 
always desirable. They require careful analysis to determine usefulness. Each 
change requires a detailed cost-benefit analysis. Unless changes can provide 
benefits above costs, there is no reason for the changes. It is illogical to 
emphasize benefits while ignoring costs. The organizational goal always is 
benefits greater than costs. 

In determining benefits and costs, all types of each must be considered. It is 
useless to examine only economic benefits and costs, because even if there is a _ 
net economic benefit, the social or psychological costs may be too large. 
Although it is not very practical to reduce psychological and social costs to 
numbers, they must nevertheless be included in the decision-making process. 
Almost any change, for example, involves some psychological loss because of 
the strain that it imposes on people as they try to adjust. Psychological costs 
also are called psychic costs because they affect a person’s inner self (psyche). 


Approaches have now been developed that relate employee attitudes to behavioral 
measures of interest to the organization (such as absenteeism and turnover). These 
are then converted into actual costs per employee per month. Through this “behav- 
ior costing” method of attaching dollar values to employee attitudes, managers can 
predict the financial impact on the organization of improvements or declines in 
employee attitudes.” : 

For example, a program to improve the attitudes among a bank's 160 tellers was 
estimated to save nearly $30,000 of direct costs. These predicted benefits were then 
Coopared with the estimated costs of the change to determine the net effect of the 
proposal. By the same reasoning, the psychic costs to the organization of another 
Probosed change that would temporarily lower employee attitudes could be easily 
estimated. Hopefully, this would lead the organization to explore how it 


might minimize such costs. 


Experience shows that people react in different ways to change. Some will 
perceive only the benefits, while others see only what it costs them. Others will 
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react fearfully at first, even though all the effects are actually positive for them. 
Part of these conflicting reactions reflects reality, since frequently there is no 
clear-cut 100 percent benefit for all. Rather, there are a series of separate costs 
and benefits that must be considered on an individual basis. The supportive 
and collegial models of organizational behavior imply that management will 
consider each individual case and try to help each person gain as much from 
change as possible. 


Psychic costs and health 


In some cases the psychic costs of change can be so severe that they affect the 
psychological and even the physical health of employees. Each person has a 
tolerance level for change. When that level is exceeded, responses related to 
stress develop, and they can undermine health. In some instances there is 
sustained change over a period of time, producing cumulative stress that finally 
builds to overload a person's system. In other instances there is a single major 
change of such significance that it overloads a person's ability to cope with the 
situation. 


An example occurred in the merger of two major airlines.’ Although the new 
company emerged financially and competitively stronger, many employees initially 
saw only the negative effects on themselves. Job loss, job changes, a sharp change in 
cultures, and the impending integration of two seniority systems shocked many 
employees. Some employees were frightened for their job security. Others were 
unhappy about relocating their families, or became emotionally torn by the union 
struggles. A number of employees resisted the change, and stories of intentional 
errors in baggage handling and delayed departures and arrivals tarnished the 
company's image for months afterward. In general, the psychological costs of the 
merger were substantial. 


Psychic costs of promotion 


An important type of change is promotion. Employees often seek changes of 
this kind for growth and more recognition. Even though these types of moves 
are desired by an employee, they nevertheless have substantial psychic costs. 
Employees are required to learn new skills and make new friendships. They 
move to a different role and often to a different work group. Their status also 
may change. All of these actions involve psychic costs because they require 
employees to cope with new situations. 

Since millions of employees are promoted every year in the United States, 
the costs can be substantial. 


For example, one large company calculated that it had a promotion every te? 
working minutes. In another firm, as shown in Figure 12-3. the promotion of a 
higher manager set off a chain reaction that led to the promotion of ten other 

A lower levels. The subsequent moves ranged from the New York office (administra- 
tion) to the Central Territory to the Southern Territory to the Dallas Division. 
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FIGURE 12-3 

Chain of eleven 
promotions resulting 
from promotion of a 
higher-level manager 
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Order of 
promotions 


Psychic costs of employee relocation 


As Figure 12-3 shows, some of the promotions required moves to other loca- 
tions. These changes tend to have high psychic costs because they require more 
adjustments. They also may involve the employee's family, so coping becomes 
more difficult. If there are children, they may not want to move from their 
friends and familiar surroundings. The spouse may have a job and not want to 
leave it. Companies that require employees to relocate have found that they 
need to give careful attention to human needs in order to reduce the psychic 
costs involved. Services such as counseling, two-way communication, and 
financial assistance may be required. 


For example, one study reported that the typical major U.S. corporation spent about 
$35,000 per person while transferring nearly 200 employees per year. Conse- 
quently, the total direct cost of transfers averaged about $7 million per year for each 
of those companies. The indirect costs of relocation are also substantial. Many 
employees incur thousands of dollars of unreimbursed costs. Of this group, 77 
percent said that they would not transfer again if it would prove financially trou- 
blesome. For employees, these financial costs only add to the burden of the psycho- 
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RESISTANCE TO CHANGE 


Nature and effects 


Resistance to change consists of any employee behaviors designed to discredit, 
delay, or prevent the implementation of a work change. Employees resist 
change because it threatens their needs for security, social interaction, status, 
or self-esteem. The perceived threat stemming from a change may be real or 
imagined, intended or unintended, large or small. Regardless of its nature, 
employees will try to protect themselves from the effects of change. Their 
actions may range from complaints, foot-dragging, and passive resistance up to 
absenteeism, sabotage, and work slowdowns. 19 

All types of employees tend to resist change because of the psychic costs that 
accompany it. Managers as well as workers resist it. Change can be resisted just 
as stubbornly in a white-collar worker as in a blue-collar worker. It does not 
respect either type of dress or job. 

Although people tend to resist change, this tendency is offset by their desire 
for new experience and for the rewards that come with change. Certainly not all 
changes are resisted, as some are actively sought by employees. Other changes 
are so trivial and routine that resistance, if any, is too weak to be evident. One 
lesson for management is that a change is likely to be either a success or a 
problem, depending on how skillfully it is managed to minimize resistance. 
Another lesson, according to the president of Honeywell, is that “change comes 
very slowly and exacts a high cost in planning and resources.”!! 

Insecurity and change are conditions that illustrate how a chain-reaction 
effect may develop in organizational behavior. A chain-reaction effect is a 
situation in which a change (or other condition) that directly affects only one 
person or a few persons may lead to a reaction from many people, even 
hundreds or thousands, because of their mutual interest in it. This is quite 
similar to a nuclear chain reaction. 


For example, in one plant a routine dispute arose over the transfer of one employee. 

Several other workers felt insecure about their transfer rights and supported the 

employee, Soon the whole department walked out, and shortly the entire factory of 
people was temporarily closed—all because of one person's transfer. 


The fact that a group is intelligent does not necessarily mean that it will 
better understand and accept change. Often the opposite is true, because the 
group uses its extra intelligence to rationalize more reasons to resist change- 
‘etn ae either for or against change, depending on how the 


Higher management planned to install certain mechanized materials- 

handling equipment to reduce costs. Reasoning that his employees were poorly 
little knowledge of productivity and cost-cutting ideas, Fred 

worked hard to sell them on the change and to involve them in it. The new syste™ 


291 


FIGURE 12-4 


Types of employee 
resistance to change 
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was installed with full employee cooperation. As he put it, "The e wen 
I y e pu chang t 

Some years later Fred had the job of installing a quality-control system among a 
group of technical people. He reasoned that these employees were educated and 
understood the company's problems, so they could see reasons for the new program. 
They would not need the special selling effort that he had applied earlier to his 
warehouse laborers. This mistake in judgment cost him his job, because his employ- 
ees resisted the change until it was defeated and Fred was discharged. Though his 
fto hel eie pute tte rt for die ene they chose 
not to so. 


Three types of resistance 


Resistance to change is of three different types, as shown in Figure 12-4. These 
types work in combination to produce each employee's total attitude toward a 
change. The three types may be expressed by three different uses of the word 
"logical," as follows: 


m Logical. Based on rational reasoning and science 
m Psychological. Based on emotions, sentiments, and attitudes 
m Sociological. Based on group interest and values 


Logical, rational objections 

o Time required to adjust 

o Extra effort to relearn 

3 Possibility of less desirable conditions, such as skill downgrading 


o Low tolerance of change 

o Dislike of management or other change agent 
o Lack of trust in others 

o Need for security; desire for status quo 


Psychological 


Sociological 
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Logical resistance arises from the time and effort required to adjust to 
change, including new job duties that must be learned. These are true costs 
borne by the employees. Even though a change may be favorable for employ- 
ees in the long run, these short-run costs must first be paid. 

Psychological resistance is "logical" in terms of attitudes and feelings of 
individual employees about change. They may fear the unknown, mistrust 
management's leadership, or feel that their security is threatened. Even 
though management may believe there is no justification for these feelings, 
they are real to employees and must be recognized. 

Sociological resistance is "logical" in terms of group interests and values. 
Social values are powerful forces in the environment, so they must be carefully 
considered. There are political coalitions, opposing labor union values, and 
even different community values. On a small-group level there are work 
friendships that may be disrupted by changes. Employees will ask questions 
such as: Is the change consistent with group values? Does it maintain group 
teamwork? Since employees have these kinds of questions on their minds, 
administrators need to try to make these conditions as favorable as possible if 
they intend to deal successfully with sociological resistance. 

Clearly all three types of resistance must be anticipated and treated effec- 
tively if employees are to accept change cooperatively. If administrators work 
with only the technical, logical dimension of change, they have failed in their 
human responsibilities. It can be seen that psychological resistance and so- 
ciological resistance are not illogical or irrational; rather, they are logical 
according to different sets of values. They are based on the beat of a different 
drummer. 

In a typical operating situation, full support cannot be gained for every 
change that is made. Some moderate support, weak support, and even opposi- 
tion can be expected. People are different and will not give identical support to 
each change. What management seeks is a climate in which people have a 
positive feeling toward most changes and feel secure enough to tolerate other 
changes. If management cannot win support, it may need to use authority. 
However, it must recognize that authority can be used only sparingly. If 
authority is overused, it eventually will become worthless. 


Possible benefits of resistance 


Resistance is not all bad. It can bring some benefits. Resistance may encourage 
management to reexamine its change proposals so that it can be more sure they 
are appropriate. In this way employees operate as a check and balance to 
ensure that management properly plans and implements change. If reasonable 
employee resistance causes management to screen its proposed changes more 
carefully, then employees have discouraged careless management decisions. 

Resistance also can help identify specific problem areas where a change is 
likely to cause difficulties, so that management can take corrective action before 
serious problems develop. At the same time, management may be encouraged 
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to do a better job of communicating the change, an approach that in the long 
run should lead to better acceptance. Resistance also gives management infor- 
mation about the intensity of employee emotions on an issue, provides emo- 
tional release for pent-up employee feelings, and may encourage employees to 
think and talk more about a change so that they understand it better. 


IMPLEMENTING CHANGE 
SUCCESSFULLY 


Since management initiates much change, it primarily is responsible for imple- 
menting change successfully. Management often is called a change agent 
because its role is to initiate change and help make it work. Though manage- 
ment initiates change, employees typically control its final success. They are 
the ones who actually make most changes operate. For these reasons, em- 
ployee support becomes a major goal in the change process. 

Management is not always the source of organizational changes. Many 
changes originate in the external environment. Government passes laws, and 
the organization must comply with them. Developments in technology require 
a multitude of changes. Then there are customers, labor unions, communities, 
and others who originate changes. For example, customers may want new 
products that require new machinery, new production methods, and new job 
skills throughout an organization. The amount of change that is required of a 
firm depends on the environment in which it operates. Stable environments 
mean less change. Dynamic environments require more change. 


startled and bewildered, and suddenly felt left out of everything. Mary had been on 
discovery when she returned to work Monday 


morning. 

Mary’ office was in a separate building at a factory that had a number of 
buildings spread over 40 acres. She later learned that some quick changes were 
prepare her building for new activities. Her office group had been 
moved to another building during her absence. Nevertheless, the way the move was 
handled raised questions for Mary. She asked: Why didn’t they tell me? They knew 
where I was, so they could have telephoned me. Why didn’t they write me so that I 
would have the letter at home when I returned? Why didn’t a friend call me at home 
the night before? Why didn’t my supervisor try to contact me? Does anybody care? 


A three-step change process 

It is not always easy to manage change successfully, as illustrated by manage 
ment's failure to contact Mary Manusco. Not only do managers sometime 
overlook important details, but they may fail to develop a master strategy fc 
planned change. An overall plan might address behavioral issues, such as th 
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employees' difficulty of "letting go" of old methods, and the uncertainties 
inherent in change that cause workers to be fearful. 

Some organizations also recognize the need to develop people's capacity to 
learn from the experience of change. This process is called double-loop learn- 
ing.}2 Its name is derived from the fact that the way a change is handled should 
not only reflect current information gathered (the first loop) but also prepare 
the participants to manage future changes even more effectively (the second 
loop). This is in sharp contrast to single-loop learning, in which employees are 
simply expected to adapt to changes that have been imposed on them. The 
double-loop process not only makes the current change more successful; it also 
increases the chances that employees will be more ready for the next change to 
be introduced. 

Behavioral awareness in managing change is aided by viewing change as 
involving three steps, as follows:!? 


m Unfreezing 
m Changing 
m Refreezing 


Unfreezing means that old ideas and practices need to be cast aside so that 
new ones can be learned. Often this step of getting rid of old practices is just as 
difficult as learning the new ones. It is an easy step to overlook while con- 
centrating on the proposed change itself, but this is what often leads to 
resistance to change. Just as a farmer must clear a field before planting new 
seeds, so must a manager help employees clear their minds of old roles and old 
purposes.'* Only then will they be able to embrace new ideas. 

Changing is the step in which the new ideas and practices are learned so that 
an employee can think and perform in new ways. It can be a time of confusion, 
disorientation, and despair mixed with hope and discovery. Refreezing means 
that what has been learned is integrated into actual practice. In addition to 
being intellectually accepted, the new practices become incorporated into the 
employee's routine behavior. Merely knowing a new procedure is not enough 
to ensure its use. As a farmer once said when confronted with suggestions for 
improvement, "I'm not farming half as good as I already know how.” Successful 
practice, then, must be the ultimate goal of the refreezing step. 


Reaching a new equilibrium 


An organization at any given time is a dynamic balance of forces supporting and 
restraining any practice. The system is in a state of relative equilibrium (see the 
left side of Figure 12-5), so current practices will continue in a steady way until 
change is introduced. Like a spacecraft hurtling on its course through space: 
people and organizations may have substantial inertia that sustains current 
behavior and inhibits change. The speed of the craft is determined not only by 
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FIGURE 12-5 

A model of the 
change process. (See 
Figure 12-7 for an 
expansion of the 
dashed area.) 


Change supporting 
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Ineffectiveness 


Point at which change occurs 
Length of the vertical line indicates strength of a force. 
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the force propelling it forward but also by the resistance it encounters in space. 
There are similar balancing forces in organizations. 


For example, in a factory operation, there are pressures both for and against higher 
output. Management typically wants the higher output. Industrial engineers 


want to feel more tired when they go home. They enjoy their rest breaks. The result 
is that they act as a restraining force, so the current amount of output will tend to 


Change is introduced within a group by a variety of methods, as shown in 
Figure 12-6. Supporting forces may be added or strengthened, while restrain- 
ing forces may be weakened, removed, or converted to supporting ones. At 
least one of these approaches must be used to change the equilibrium, with 
greater success likely when more than one is adopted. The idea is to help 


1 Adding new supporting forces 

2 Removing restraining forces _ 

3 Increasing the strength of a supporting force 

4 Decreasing the strength of a restraining force 

5 Converting a restraining force into a supporting force 


— € M — — ——— 


Learning curve for 


FIGURE 12-7 

A typical 
organizational 
learning curve for 
change 
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change be accepted and integrated into new practices. For example, making 
people responsible for the quality of the product they produce has been used as 
a supporting force for higher-quality work. Another supporting force involves 
programs to increase the employees’ pride in their work. In the other direction, 
restraining forces on quality can be reduced by better maintenance of ma- 
chines, so that better work can be done on them. 


The organizational learning curve for change 


Figure 12-5 shows a small drop in the line of effectiveness after change occurs. 
This part is expanded in Figure 12-7 to show a typical organizational learning 
curve for change.!5 It is the period of adaptation that follows change, and it 
typically means there will be a temporary decline in effectiveness before a 
group reaches a new equilibrium. Employees need time to understand and 
adapt in order to accept change. During this period they are trying to integrate 
the change, and they are likely to be less effective than they formerly were. 
They have to get rid of old habits (unfreeze) and apply the new ones (refreeze). 
There are many problems to be worked out. Procedures are upset, and commu- 
nication patterns are disrupted. Conflicts develop about the change, and coop- 
eration declines. Problems arise, and time must be taken to resolve them. The 
result is that, as the statement goes, "Things are likely to get worse before they 
get better." 

During the transition period when people are adjusting to a change, they are 
likely to become discouraged because of the problems that develop. At this 
time the change is especially subject to criticism, attack, and even failure, 
because it appears not to be working. Only after the passage of time, when 
teamwork and efficiency are restored, is the change likely to produce the 
favorable results intended.!6 


Effectiveness 


Ineffectiveness 
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Building support for change 


Assuming that management is following the model of the change process in 
Figure 12-5, then forces of support need to be built before, during, and after a 
change. Selected activities to build support are described below. 


USE OF GROUP FORCES Effective change focuses on the group along with 
individuals. Usually more than one person is involved, but more important is 
the fact that the group is an instrument for bringing strong pressure on its 
members to change. One's behavior is firmly grounded in the groups to which 
one belongs, so changes in group forces will encourage changes in individual 
behavior. The idea is to help the group join with management to encourage 
desired change. 

The power of a group to stimulate change in its members depends partly 
upon the strength of their attachment to it. The more attractive the group is to 
each member, the greater its influence on that person can be. Influence is 
further increased if members with top prestige in the group support a change. 

Change should not disrupt the group's social system more than is necessary. 
Any change that threatens the group will tend to meet with resistance. 


LEADERSHIP FOR CHANGE Capable leadership reinforces a climate of psycho- 
logical support for change.!7 The leader presents change on the basis of the 
impersonal requirements of the situation, rather than on personal grounds. 
Leaders are asking for trouble when they introduce change with a comment 
such as “I have always felt you should not be able to leave the department 
during rest periods, and beginning tomorrow it will not be permitted.” The 
natural responses are "It's not the supervisor's business where we go” and 
"Let's get together and figure out a way to beat the supervisor.” Surely there 
must be some better reasons for the change, and if so, they should be given. If 
not, maybe the intended change needs to be abandoned. Ordinary requests for 
change should be in accord with the objectives and rules of the organization. 
Only a strong personal leader can use personal reasons for change without 
arousing resistance. 


Change is more likely to be successful if the leaders introducing it have high 
expectations of success. In other words, expectations of change may be as important 
as the technology of change, as suggested earlier in this chapter by the "X" chart, 
which showed the importance of attitudes toward change. For example, a manufac- 
turer of clothing patterns had four almost identical plants. When a job enrichment 
and rotation program was introduced, managers in two of the plants were given 
inputs that the program would increase productivity. Managers of the 
other two plants were told that the program would improve employee relations but 


Po huring the next twelve months productivity did increase significantly in the two 
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PARTICIPATION A fundamental way to build support for change is through 
participation, which was discussed in an earlier chapter. It encourages employ- 
ees to discuss, to communicate, to make suggestions, and to become interested 
in change. Participation encourages commitment rather than mere compliance 
with change. Commitment implies motivation to support a change and to work 
to assure that it operates effectively.!9 

As shown in Figure 12-8, a general model of participation and change 
indicates that as participation increases, resistance to change tends to decrease. 
Resistance declines because employees have less cause to resist. Their needs 
are being considered, so they feel secure in a changing situation. 

Employees need to participate in a change before it occurs, not after. When 
they can be involved from the beginning, they feel protected from surprises 
and feel that their ideas are wanted. On the other hand, employees are likely to 
feel that involvement after a change is nothing more than a selling device and 
manipulation by management. 


SHARED REWARDS Another way to build employee support for change is to be 
sure that there are enough rewards for employees in the change situation. It is 
only natural for employees to ask, "What's in this for me?" If they see that a 
change brings them losses and no gains, they can hardly be enthusiastic about 
it. 


Rewards say to employees, “We care. We want you as well as us to benefit 
from this change." Rewards also give employees a sense of progress with a 
change. Both economic and psychic rewards are useful. Employees appreciate 
a pay increase or promotion, but they also appreciate emotional support, 
training in new skills, and recognition from management. 

It is desirable for a change to pay off as directly and as soon as possible. From 
an employee's point of view, what's good in general is not necessarily good for 
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the employee, and what's good for the long run may not be good for the short 
run. 


EMPLOYEE SECURITY Along with shared rewards, existing employee benefits 
need to be protected. Security during a change is essential. Many employers 
guarantee workers protection from reduced earnings when new machines and 
methods are introduced. Others offer retraining and delay installation of labor- 
saving machinery until normal labor turnover can absorb displaced workers. 
Seniority rights, opportunities for advancement, and other benefits are safe- 
guarded when a change is made. Grievance systems give employees a feeling of 
security that benefits will be protected and differences about them fairly 
resolved. All these practices help employees feel secure in the presence of 
change. 


COMMUNICATION Communication is essential to improve support for change. 
Even though a change will affect only one or two in a work group of ten 
persons, all of them need to know about the change in order to feel secure and 
to maintain group cooperation. Management often does not realize that ac- 
tivities that help get change accepted, such as communication, usually are 
disrupted by change. In other words, communication may be weakest at the 
time it is needed most, so special effort is required to maintain it in times of 
change. 


One retail business learned the hard way about the importance of maintaining 
communication during a change. Central management decided to change from 
manual to computer credit records in two branch offices. This was a technical 
decision in which the credit clerks did not participate. In the Oakhurst Branch the 
plan was to transfer and lay off twenty-three employees and retain five. In the Bay 
City Branch twenty-five were to be transferred or laid off and seven retained. In 
both branches most employees had an opportunity to transfer to other work, but 
major retraining was required in some cases. All employees who were remaining in 
the credit records activity would require substantial retraining. 

The manager of the Oakhurst Branch informed all her employees about the 
impending change, even those employees in other departments who were not 
affected by it. As the change progressed, she continued to inform her employees and 
discuss operating details with them. The Bay City manager took a contrasting 
approach. She decided not to tell her employees about the change until the week of 
the changeover because she did not want to upset them. She made elaborate 
precautions to keep information about the change tightly confined within the man- 
agement group. When employees officially learned of the change, they were visibly 
ond months after the changeover management made an inspection of its suc- 
cess. In the Oakhurst Branch the change was progressing smoothly and most 
displaced employees had been transferred and retrained. In contrast, the Bay City 
Branch was in turmoil. Many displaced employees were so shocked or disillusioned 
that they had resigned. The employees who remained in the credit activity were 
having difficulty adjusting, and billings were late. Cooperation had declined. Job 
satisfaction was low. The situation definitely had caused depreciation of the organi- 


zation's human resources. 
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STIMULATING EMPLOYEE READINESS Closely related to communication is the 
idea of helping employees become aware of the need for a change. This 
approach builds on the premise that change is more likely to be accepted if the 
people affected by it recognize a need for it before it occurs. This awareness 
may happen naturally, as when a crisis occurs, or it can be induced by 
management through sharing operating information with employees. One of 
the more powerful ways, however, occurs when workers discover for them- 
selves that a situation requires improvement. Then they will truly be ready, as 
this incident shows: 


The personnel director of a major bank aided the self-discovery process by hiring a 
consultant to conduct an assessment of the department's innovativeness.?? The 
provocative conclusions shocked the staff into awareness that changes were needed. 
According to the director, the results of the report "seemed to crystallize new 
perspectives about the potential of the department." Task forces were created, and 
their recommendations implemented. Desired new behaviors emerged—risk tak- 
ing, self-reliance, and decentralized decision making. All of this occurred because 
the employees suddenly became aware that a problem existed, and they personally 
experienced the need for some changes. 


WORKING WITH UNIONS Management in the performance of its function is 
primarily an initiator of change. The union, on the other hand, serves more as a 
restraint on management and a protector of security for its members. It 
frequently is cast in the role of resisting change. These differences between 
management and unions tend to cause union-management conflict about 
change, but there are many exceptions. Unions sometimes support manage- 
ment in encouraging workers to accept change. Most unions, as a matter of 
policy, favor improvement through technological change and will approve a 
change that is carefully planned to protect member interests. Union approval 
does not ensure that there will be no opposition, because insecure workers 
sometimes resist changes even when their union pressures them not to do so. 


WORKING WITH THE TOTAL SYSTEM Resistance to change can be reduced by 
helping employees recognize the need for each change, participate in it, and 
gain from it.?! In summary, five management guidelines for responsible change 


are: 
1 Make only necessary and useful change. Avoid unnecessary change. 
2 Change by evolution, not revolution (that is, gradually, not dramatically). 


3 Recognize the possible effects of change, and introduce it with adequate 
attention to human needs. 


4 Share the benefits of change with employees. 
5 Diagnose the problems remaining after a change occurs, and treat them. 
Change, when improperly handled, manifests itself in slowdowns and show- 


downs. 
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For example, Robert Barrows, an engineer, failed to consider the total system when 
he introduced changes in an operating department. He needed to make some 
routine studies of machine downtime in a factory. Without explaining what his 
purpose was, he set up machine records to be kept by each machine operator 
reporting the length, time of day, and cause of all machine downtime. The super- 
visor was told to require his employees to keep these records for thirty days. Both 
the supervisor and the employees stalled and complained and finally kept such 
inadequate records that they were not usable. Robert concluded that the depart- 
pret was full of obstructionists who did not have the organization’s interests at 
art. 

Closer examination revealed some human aspects of this routine technical re- 
quirement. Keeping records was more work for the employees, and some of them 
were not oriented toward paperwork. The machine work required them to have 
dirty hands, but they felt obligated to try to keep the downtime records clean. They 
also felt that the records pried into their activities, because some downtime was for 
personal reasons. They saw no direct benefit from the study, and some of them 
feared it would bring changes that would reduce their incentive earnings. 

The supervisor likewise saw no direct benefit coming to him or his department 
from the study. He feared unknown changes in his department; and he disliked the 
chore of enforcing the record system, especially since his employees resented it. The 
result was that the supervisor and employees complained to Robert and to one 
another. Soon everyone was obstructing rather than cooperating, and Robert was 
wondering why there was so much commotion about “this little piece of paperwork.” 
He was sure that a company with so many obstructionists would never be efficient. 
However—and here is a key point—one of the reasons the company had so many 
obstructionists was that it had technical people like Robert who did not understand 
and work with the total social system. People like Robert were the cause of the 
problem, rather than the victims of it. 


SUMMARY 


The work environment is filled with change that upsets the social system and 
requires employees to adjust. The “X” chart shows that they respond with their 
emotions as well as rational reasoning. Resistance to change can be logical, 
chological, and sociological. 
kena has costs as well as benefits, and both must be considered to 
determine net benefits. Employees tend to resist change because of its costs, 
including psychic costs. Management reduces resistance by influencing the 
supporting and restraining forces for change. It applies a change procedure of 
unfreezing, changing, and refreezing activities. Since there is an organizational 
learning curve for change, time is required for the potential benefits of change 
occur. 
7 Selected activities to support change were discussed. Another major activity 
for change is organizational development. It is discussed in the next chapter. 
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Psychic costs Change agent 

Resistance to change Unfreezing and refreezing 
Chain-reaction effect Organizational learning curve for 
Types of resistance to change change 


TR ae ; 


1 Think of an organizational change that you have experienced. Was there 
resistance to the change? Discuss. What could have been done to prevent 
or diminish it? 

2 Considering the change mentioned in question 1, outline both the costs and 
benefits of it under the three headings of "logical," "psychological," and 
"sociological." Discuss. Were the benefits greater than the costs for (a) the 
employees and (b) the employer? 

3 Continuing the analysis of this change, how did management alter the 
restraining and supporting forces for it? Discuss. 

4 Considering that change even further, was there an organizational learning 
curve for it? Discuss its length, shape, and some of the problems that 
developed. 

5 Think of an organizational change that you have resisted at some time. Why 
did you resist? How did you resist it? What could the organization have 
done to reduce your resistance? 

6 Roethlisbergers “X” chart implies that attitude changes must precede 
behavioral responses, but some people believe that it is easier to change an 
employee's behavior first, and then let the attitude change follow. Discuss 
the merits and probabilities of both approaches to change. Give examples of 
each. 

7 Resistance to change is often viewed negatively. Discuss some possible 
benefits of resistance to change in an organization. 

8 Select some change that you have experienced, and discuss the difficulties 
you had in unfreezing your earlier patterns of thought and behavior. How 
did it finally occur? 

9 List a variety of methods for helping employees unfreeze their attitudes and 
behaviors. Why aren't these used more often? 

10 Nine methods for supporting change were introduced. Identify a possible 
risk associated with each of them. In other words, how might they backfire? 


Leectent- 

THE NEW SALES PROCEDURES 

The Marin Company had more than 100 field sales representatives who sold a 
line of complex industrial products. Sales of these products required close work 
with buyers to determine their product needs; so nearly all sales represen- 
tatives were college graduates in engineeríng and science. Other product lines 
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of Marin Company, such as consumer products, were sold by a separate sales 
group. 

Recently the firm established a new companywide control and report system 
using a larger computer. This system has doubled the amount of time the 
industrial sales representatives spend filling out forms and supplying informa- 
tion that can be fed into the computer. They estimate that they now spend as 
much as two hours daily processing records, and they have complained that 
they now have inadequate time for sales effort. A field sales manager com- 
mented, “Morale has declined as a result of these new controls and reports. 
Sales is a rewarding, gratifying profession that is based on individual effort. 
Sales representatives are happy when they are making sales, since this directly 
affects their income and self-recognition. The more time they spend with 
reports, the less time they have to make sales. As a result they can see their 
income and recognition declining, and thus they find themselves resisting 
changes." 

Questions 
1 Comment on the sales manager’s analysis. 
2 What alternative approaches to this situation do you recommend? Give reasons. 


Echt ela 
THE INDUSTRIAL ENGINEERING CHANGE 

An industrial engineer was assigned to an electronics assembly department to 
make some methods improvements. In one assembly operation he soon recog- 
nized that a new fixture might reduce labor costs by about 30 percent. He 
discussed the situation with the group leader and then the supervisor. The 
group leader was indifferent, but the supervisor was interested and offered 
additional suggestions. 

Feeling that he had the supervisor's approval, the industrial engineer had 
the fixture made. With the permission of the supervisor, he assigned a woman 
assembler to try the fixture. She was cooperative and enthusiastic and on the 
first day exceeded the expected improvement of 30 percent. When the group 
leader was shown the results at the end of the day, he claimed that this was one 
of the fastest workers in the department and that her results could not be 
generalized for the whole department. 

The next day the industrial engineer asked the supervisor for another oper- 
ator to help prove the fixture. At this point the supervisor noted that the fixture 
did not include her ideas fully. The industrial engineer explained that he had 
misunderstood but that he would include the other suggestions in the next 
fixture built. The supervisor, however, continued to be negative about the 
fixture. 

When the industrial engineer attempted to instruct the second woman the 
way he had instructed the first one, her reaction was negative. In fact, when he 
stopped instructing her, it seemed that the woman deliberately stalled as she 
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used the fixture. She also made some negative comments about the fixture and 
asked the industrial engineer if he felt he deserved his paycheck for this kind of 
effort. At the end of the day this woman's production was 10 percent below 
normal production by the old method. 


Questions 

1 Form small discussion groups, and analyze the causes of the problem. 

2 Review the nine management activities for supporting change that are mentioned late 
in this chapter. Rank these from 1 (highest) to 9 (lowest) in terms of their potential 
usefulness to the industrial engineer. Compare your rankings with those of the other 
groups, and discuss any differences. 

3 Select two people, and have them role-play a meeting of the industrial engineer and 
the supervisor. 
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Why was OD 
necessary? 


we early 1980s, the world’s largest company—American Telephone and 
Telegraph (AT&T)—successfully met two immense changes from its en- 
vironment (the government). Within the span of two years, the Federal Communica- 
tions Commission allowed AT&T to provide some deregulated products and ser- 
vices, and an agreement was reached with the Justice Department whereby AT&T 
agreed to divest itself of its operating telephone companies. The massive transition 
represented one of the most complex and significant planned changes in a U.S. firm 
in this century. Yet the evidence indicates that top management at AT&T was able to 
balance its concern for strategic issues with strong efforts to maintain the human 


organization. 


This illustration shows that AT&T executives faced a challenging task of 
preparing the organization to meet a new situation. Although changes in the 
environment have a powerful effect on what organizations can do, many firms 
also have chosen to engage in self-examination as a basis for making themselves 
more adaptive before they are forced to do so. This chapter broadens the 
themes from Chapter 12 by focusing on planned change efforts that can help 
transform individuals, groups, and organizations. The meaning of organization 
development and how it works is discussed. Possible benefits and problems, as 
well as the different types of programs, are presented. 


UNDERSTANDING ORGANIZATION 
DEVELOPMENT 


In the 1950s and 1960s a new, integrated type of training originated known as 
organization development (OD). Organization development is an intervention 
strategy that uses group processes to focus on the whole culture of an organiza- 
tion in order to bring about planned change. It seeks to change beliefs, 
attitudes, values, structures, and practices so that the organization can better 
adapt to technology and live with the fast pace of change.? 

OD arose in response to needs. Conventional training methods often had 
limited success for building better organizational behavior, so a new approach 
was needed. The National Training Laboratories and Esso Standard Oil Com- 
pany began working on the problem, and eventually OD evolved from their 
efforts.* 

There were two main causes that made OD necessary. First, the reward 
structure on the job did not adequately reinforce conventional training, so it 
often failed to carry over to the job. Too many well-designed training programs 
failed because the job environment provided inadequate support. Under these 
conditions the reasonable next step is to try to change the entire organization so 
that it will support the training. This is exactly what OD tries to do. 

A second cause is the fast pace of change itself, which requires organizations 
to be extremely flexible in order to survive and prosper.5 OD attempts to 
develop the whole organization so that it can respond to change more uniformly 


FIGURE 13-1 
Characteristics of 
organization 
development 
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and capably. It tries to encourage open communication by increasing the 
amount and accuracy of information through better group dynamics and prob- 
lem confrontation. In short, its general objective is to change all parts of the 
organization in order to make it more humanly responsive, more effective, and 
more capable of self-renewal. 


Characteristics of OD 


A number of characteristics are implied in the definition of OD. Many of these 
are consistent with the dominant themes of organizational behavior presented 
earlier in this book. The characteristics are discussed in the following para- 
graphs and summarized in Figure 13-1. Although OD differs substantially from 
traditional training programs, it is also apparent that OD has begun to have an 
impact on the way those programs are designed and presented. 


SYSTEMS ORIENTATION Change is so abundant in modern society that organi- 
zations need all their parts working together in order to solve the problems— 
and opportunities—that are brought by change. OD is a comprehensive pro- 
gram that is concerned with interactions of various parts of the organization as 
they affect each other. It is concerned with working relationships as well as 
personal ones. It is concerned with structure and process as well as attitudes. 
The basic issue to which it is directed is: How do all of these parts work 
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together to be effective? Emphasis is on how the parts relate, not on the parts 
themselves. 


HUMANISTIC VALUES OD programs typically are based on humanistic values, 
which are positive beliefs about the potential and desire for growth among 
employees. To be effective and self-renewing, an organization needs employ- 
ees who want to expand their skills and can increase their contributions. The 
best climate for this to happen is one that creates opportunities for growth by 
stressing collaboration, open communications, interpersonal trust, shared 
power, and constructive confrontation. They all provide a value base for OD 
ns and help ensure that the new organization will be responsive to human 
needs. 


USE OF A CHANGE AGENT OD programs generally use one or more change 
agents, whose role is to stimulate, facilitate, and coordinate change. The 
change agent usually acts as a catalyst, sparking change within the system while 
remaining somewhat independent of it. Although change agents may be either 
external or internal, they are usually consultants from outside the company. 
Advantages of using external change agents are that they are more objective 
and have diverse experiences. They are also able to operate independently 
without ties to the hierarchy and politics of the firm.® 

To offset their limited familiarity with the organization, external change 
agents usually are paired with an internal coordinator from the human re- 
sources department. These two then work with line management. The result is 
a three-way relationship that draws on the strengths of each for balance, much 
like a three-legged milking stool provides the dairy farmer with needed sup- 
port. Sometimes, especially in large firms, the organization has its own in- 
house OD specialist. This person replaces the external consultant and works 
directly with the firm's managers to facilitate improvement efforts. 

Change agents have difficult roles. They may not always be welcome in the 
units to which they are assigned. This is because some employees resist change 
for many reasons, such as fear for their job security. Roles as facilitators are not 
easily understood, especially if employees expect change agents to act as expert 
problem solvers. Finally, like the physician who seldom learns whether or not 
the prescribed treatment cured a patient's ailment, the external change agent 
may not be there to see the long-term effects of the changes made. Any of these 
forces can cause change agents to become frustrated with their roles. 


PROBLEM SOLVING OD emphasizes the process of problem solving. It trains 
participants to identify and solve problems rather than to discuss them the- 
oretically, as in a classroom. These problems are real ones that the participants 
face at work, so they are stimulating and interesting. This focus on improving 
problem-solving skills by discussing data-based system problems is called ac- 
tion research. In other words, employees are “learning how to learn” from their 
experiences, so they can solve new problems in the future. 
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rEEDBACK OD relies heavily on feedback to participants so that they have 
useful data on which to base decisions. Feedback encourages them to under- 
stand how they are seen by others and take self-correcting action. 


An example is a feedback exercise in one OD program. Participants are separated 
into two groups representing two different departments in the organization. Both 
groups are asked to develop answers to the following questions: 


m What characteristics best describe our group? 
m What characteristics best describe the other group? 
m How will the other group describe us? 


After the separate groups have prepared their answers, they assemble and 
present their answers to the other group. They give concrete feedback about 
impressions each group has of the other, and there usually are major misunder- 
standings. In this presentation no arguments are allowed. Questions are accepted 
only to clarify what the other group is saying. 

The groups again are separated to discuss two other questions: 

m How did these misunderstandings occur? 
m What can we do to correct them? 


With this new feedback, the groups meet to develop specific plans of action for 
solving their misunderstandings. In each instance feedback about themselves is the 
basis for their next activities. 


CONTINGENCY ORIENTATION OD usually is said to be situational and con- 
tingency-oriented. Unlike many other training approaches that emphasize only 
one right way to deal with a problem, OD is flexible and pragmatic, adapting 
actions to fit particular needs. Although an occasional OD change agent may try 
to impose a single best way on the group, usually there is open discussion of 
several better alternatives rather than a single best way. 


EXPERIENTIAL LEARNING Experiential learning means that participants learn 
by experiencing in the training environment the kinds of human problems they 
face on the job. Then they can discuss and analyze their own immediate 
experience and learn from it. This approach tends to produce more changed 
behavior than the traditional lecture and discussion, in which people talk about 
abstract ideas. Theory is necessary and desirable, but the ultimate test is how it 
applies in a real situation. OD helps to provide some of the answers. Participant 
experiences help solidify, or refreeze, new learning. 


INTERVENTIONS AT MANY LEVELS The general goal of OD is to build more 
effective organizations—ones that will continue to learn, adapt, and improve: 
OD accomplishes this by recognizing that problems may occur at the individ- 
ual, interpersonal, group, intergroup, or total organization level. An overall 
OD strategy is then developed with one or more interventions, which are 
structured activities designed to help individuals or groups improve their work 
effectiveness. These interventions are often classified by their emphasis on 
individuals (such as career planning) or groups (such as team building). Another 
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way to view interventions is whether they focus on what people are doing 
(clarifying and changing their job tasks) or on how they do it (the interpersonal 
process that occurs). Because OD programs often target work teams as the most 
potent area for achieving improvements, team building will be discussed at 
length later in this chapter. ` 

In summary, the OD process applies behavioral science knowledge and 
strategies to improve an organization. It is a long-range, continuing effort that 
tries to build cooperative work relationships through the use of a change agent. 
It seeks to integrate into an effective unit the four elements of people, struc- 
ture, technology, and environment that were discussed in Chapter 1. 


An example of an OD intervention in a public-sector organization occurred at the 
Utah Department of Public Safety.? Using an action research approach, 750 employ- 
ees completed a diagnostic survey focused on 19 areas of organizational and manage- 
ment effectiveness. Then they received feedback on the results, and helped develop 
action plans where deficiencies were noted. 

In a follow-up study two years later, most of the supervisors reported that 
communications had improved, teams were more cohesive, and participative man- 
agement was used more frequently. Employees were receiving more feedback on 
their performance, and had a greater sense of ownership and responsibility for work 
outcomes. In units where the OD approach was less successful, the barriers were 
related to a lack of management support, resource constraints, and low support from 


peers. 


The OD process 

OD is a complex process. It may take a year or more to design and implement, 
and the process may continue indefinitely. OD tries to move the organization 
from where it is now (requiring diagnosis) to where it should be (by action 
interventions). Even then the process continues, as it is desirable to evaluate 
the outcomes and maintain the momentum. Although there are many different 
approaches to OD, a typical complete program includes most of the following 
steps. They are summarized in Figure 13-2. 


1 Initial diagnosis. The consultant meets with top management to determine 
the nature of the firm's problems, to develop the OD approaches most likely to 
be successful, and to ensure the full support of top management. During this 
step the consultant may seek inputs by means of interviews with various 
persons in the organization. 

2 Data collection. Surveys may be made to determine organizational climate 
and behavioral problems. The consultant usually meets with groups away from 
work to develop information from questions such as these: 

m What kinds of conditions contribute most to your job effectiveness? 

m What kinds o conditions interfere with your job effectiveness? 


m What would you most like to change in the way this organization operates? 
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Steps: (Program initiated) 


3 Data feedback and confrontation. Work groups are assigned to review the 
data collected, to mediate among themselves areas of disagreement, and to 
establish priorities for change. 


4 Action planning and problem solving. Groups use the data to develop 
specific recommendations for change. Discussion focuses on actual problems in 
their organization. Plans are specific, including who is responsible and when 
the action should be completed. 


5 Team building. During the entire period of group meetings the consultant 

encourages the groups to examine how they work together. The consultant 

helps them see the value of open communication and trust as prerequisites for 

improved group functioning. Team building may be encouraged further by 

a individual managers and their subordinates work together as a team in 
sessions, 


6 Intergroup development. After development of small-group teams, there 
may be development among larger groups comprising several teams. 
7 Evaluation and follow-up. The consultant helps the organization evaluate the 


results of its OD efforts and develop additional programs in areas where 
additional results are needed. 


For example, in one organization, the consultant asked managers to provide tapes of 
committee meetings that they chaired subsequent to the program. The consultant 
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analyzed these tapes and used them to discuss with how well each 
applying what was learned in the OD program. ELLA "iex 


The steps in OD are part of a whole process, so all of them need to be applied 
if a firm expects to gain the full benefits of OD. A firm that applies only two or 
three steps, such as diagnosis and team building, is likely to be disappointed 
wn, the results. However, the whole process can produce quite favorable 
results. 


Mobil Oil has implemented numerous OD programs, and it reports these results: 
m Improved supervisor-employee communications 

8 Streamlined paperwork requirements 

m More systematic problem analysis and problem solving 

m Better interdepartmental relationships 

The company concluded that the most critical step in OD is the first one—obtaining 
permission, active support, and total involvement from top management.® 


TRAINING METHODS USED 


The OD process shown in Figure 13-2 does not preclude the use of conven- 
tional training methods, which are useful for some purposes. Coaching, lecture 
and discussion, films, and the case method are appropriate tools for providing 
an understanding of behavior or developing analytical skills. Many employees 
also need this type of training. 


Laboratory training 

OD programs rely heavily on experiential learning, and the approach empha- 
sized is laboratory training. It provides situations in which the trainees 
themselves experience through their own interactions some of the conditions 
they are talking about. In this way they more or less experiment on themselves. 
This kind of training tends to have a greater impact on them than conventional 
training methods and encourages transfer of the new skills to the job. The 
following laboratory methods will be discussed: role playing, simulation, be- 
havior modeling, gaming, and encounter groups. 


ROLE PLAYING Role playing is a laboratory method that can be used rather 
easily as a supplement to conventional training methods as well as in OD. It is 
spontaneous acting of a realistic situation involving two or more people under 
classroom conditions. Dialogue spontaneously grows out of the situation as it is 
developed by the trainees assigned to it. Other trainees in the group serve as 
observers and critics. Role playing is often considered a substitute for experi- 
ence. In a sense it is more than experience because it permits techniques of 
observation, discussion, and emphasis that are not customarily a part of experi- 
ence. 


| 
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Since people assume roles every day, they are somewhat experienced in the 
art, and with a certain amount of imagination they can project themselves into 
roles other than their own. This idea is not new, because dramatics is as old as 
recorded history. In role playing trainees can broaden their experience by 
trying different approaches, while in actual situations they often have only one 
chance. People may, in two hours in a role-playing group, observe as many 
different approaches to a problem as they would in two years of normal 
experience. By evaluating these different ways of handling the same situation, 
they are able to see the strengths and weaknesses of each approach. Here is a 
sample introduction to a role-playing exercise: 


"Suppose that you and another student decided to save money by sharing the text for 
this course. Everything worked fine until the night before the first test, when you 
both claim to have a desperate need to use the book for at least three hours of 
studying. It is now 8:30 P. M." 

At this point you might be asked to meet with another role player to act out your 
approach to the problem. When the role playing is finished, the trainer would likely 
ask for a report of the various outcomes from different pairs and then discuss 
examples xi how the problem was solved and the behavioral ideas that were 


Role playing also has weaknesses that partly offset its strengths. It is time- 
consuming and expensive. It requires experienced trainers because it can easily 
turn sour without effective direction and subsequent discussion. The trainees 
may resent it as a childish approach to serious problems unless it is introduced 
carefully. Some trainees are embarrassed and hesitant to take part. Conversely, 
other trainees may place more emphasis on acting and showing off than on the 
problem involved. 


SIMULATIONS While role playing exercises are often relatively brief, simula- 
tions may last for hours or even days. Simulations are comprehensive 
experiential approaches that create many dimensions of work life in organiza- 
tions.? This may include the physical setting, the organizational hierarchy and 
roles, and even the production tasks. Simulations are a large step toward re- 
creating reality, and they provide a more natural setting for observing behav- 
ior. Communication patterns, decision-making styles, and conflict resolution 
"Lied man i: — assessment and feedback to the participants. 
pon completion e simulation, consultants can lead the group in anal: 
what took place. Some issues are: E. d! 


m What occurred, and why? 


m Who talked to whom, and who was excluded? 


= How did participants feel about their behavior in the simulation? 
m What could they have done better? 


m What did they learn that will help them in the future? 
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One difficulty with simulations is their cost, for they can be expensive to 
design and operate. Unless the facilitators are carefully trained, there is also a 
risk that participants will be criticized unless they made the "right" decisions. 
As with any laboratory method, not all participants are willing to experiment 
with new behaviors. Unless this happens, the potential learning for both 
themselves and their colleagues may be limited. 


BEHAVIOR MODELING One effective form of laboratory training that builds 
upon the social learning processes of observation and imitation is behavior 
modeling. It is a method for teaching skills to handle commonly encountered 
behavioral problems.!9 For example, the method is used to help supervisors 
learn to motivate a poor performer, how to deal with a tardy employee, and 
how to give recognition to an outstanding performer. Behavior modeling relies 
on demonstration, explanation, practice, and feedback. 


videotape of one or more successful ways to solve a work problem. A tape or film 
using professional actors may be used, but typically people in the company do the 
acting for the sake of greater realism. Trainees discuss why the solution was 
effective, and then they practice similar solutions in increasingly harder situations. 

As trainees leave the class, they are asked to try the new approach before the next 
class. When they return for the next class, they discuss and even demonstrate their 
experiences with the new approach. Then a new tape with a different problem is 


shown and the training cycle is repeated. 


As shown in Figure 13-3, the training model used for behavior modeling is 
entirely different from the traditional training model. For example, traditional 
lecture-and-discussion methods are used to teach new behavioral frameworks 
which are supposed to help change attitudes. In turn, the changed attitudes 
should lead to changed behavior ‘and better results. The assumption is that 
attitude changes must precede behavioral changes. 
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By way of contrast, behavior modeling teaches the behavior first. As the new 
behavior is observed, trainees see that it produces superior results. After the 
principles underlying the new behavior are explained, the trainees practice and 
receive feedback and reinforcement. With this preparation, they return to their 
jobs with the confidence to experiment. When the behavioral skills work on the 
job, the trainees fully accept the value of the approach and enthusiastically 
return for more training in new skills. In this case, behavior change occurs 
before a change in attitude. 

Behavior modeling programs have proved to be successful in changing 
supervisory behaviors, although it is somewhat costly. Because it is practical 
and easy to understand, the participants usually like the approach. Behavior 
modeling has been used most frequently for training supervisors in areas such 
as handling employee complaints, conducting meetings, and coaching. !! 


Seventeen first-level supervisors in a wood products plant received behavior model- 
ing training on topics such as handling absenteeism, safety violations, and inade- 
quate performers.!? Results showed that the employees in the plant perceived that 
their supervisors became more active listeners, engaged in more participative 
problem solving, and used positive reinforcement more extensively. Turnover and 
absenteeism rates declined significantly, and three measures of performance im- 
provet Further, the behavior changes were sustained over the six-month follow-up 
period. 


GAMING Organizational gaming essentially is a group exercise in sequential 
decision making under simulated organizational conditions. Although there are 
many variations, usually a number of participants work in small groups, each 
group in competition with the others. Groups make decisions within a system 
model that has been created for them and is at least partly unknown to them. 
Decisions then are processed through a computer according to the model, thus 
providing feedback that will guide subsequent decisions. Usually, time is 
compressed; that is, a quarter-year of operations may be covered in an after- 
noon training session. 

A game can show how leadership evolves, what kinds of communication are 
effective, the disastrous market results of internal group conflict, human factors 
influencing decisions, and the effect of success upon group cohesion. Different 
organizational systems can be tried to see how each affects the people involved. 
Perhaps more realistically than other training methods, games show the effect 
of stress on participants as they undergo the pressure of time and competition. 
Members become so intensely involved that they let their guard down and 
react to stress in their normal patterns. 
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ENCOUNTER GROUPS Encounter groups involve unstructured small-group in- 
teraction under stress in a situation that requires people to become sensitive to 
one another's feelings in order to develop reasonable group activity. The 
method was developed by the National Training Laboratories, a private group, 
to fill a need for better human relations. The training groups themselves often 
are called "T-groups." There are a number of variations, such as human 
potential training and sensitivity training.!? 

Encounter groups are not role playing, because participants are acting their 
own true roles. They are themselves; however, their environment is so artificial 
that their ordinary social patterns prove to be no longer workable. For exam- 
ple, perhaps the group consultant provides virtually no leadership or has the 
group participate in structured exercises in order to break down social barriers 
and create an informal atmosphere. In this environment, the participants are 
encouraged to examine their own self-concepts and to become more receptive 
to what others say and feel. In addition, they begin to perceive how a group 
interacts, recognize how culture affects it, and develop skills in working with 
others. In summary, therefore, encounter groups seek to improve understand- 
ing of self, others, group process, culture, and general behavioral skills. 


As an illustration of how encounter groups work, here are some of the events that 
developed in one unstructured group. Prior to the meeting, members were told to 
dress informally. When they arrived at the meeting room, they found no chairs, only 
pillows on the floor for them to sit on during their discussions. The consultant or 
"resource person," Mark Thomas, briefly told the group the basic purpose of the 
program and then backed off, providing virtually no leadership. In the leaderless 
vacuum, the members started arguing among themselves about what they should do 
and how they should do it. Rather quickly, differences developed between members 
with an autocratic, directive approach and those who were more open and per- 
missive. From time to time the consultant raised questions about these difficulties. 
His purpose was to help the members understand how groups work and how to be 
more effective in them. 

In the second session, the consultant handed out pieces of paper with names of 
songs on them. Each member was asked to hum the tune and form a subgroup by 
finding all the other members who were humming the same tune. This informal 

helped break down social barriers and get members further away from 
their official roles — oe E. = 

Following are exam s that arose training group. mem- 
ber was pa mao rrt were ignored by others. Another member took the 
initiative, became authoritarian, and inspired group resentment. Another's superior 
attitude was uncovered as defensiveness about her weaknesses. In all this turmoil 
the consultant tried to remain somewhat detached, keep some stability, create 
learning situations, and introduce ideas. 


nter groups are not as unstructured as the one just described. In 
many groups the consultant plays a more active role, such as making surveys, 
giving feedback, and making assignments. However, it is evident that encoun- 
ter groups can be challenging and even frustrating experiences for members. 
Advocates of encounter groups believe that these kinds of experiences are 
necessary for members to become involved personally and learn more about 
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how groups work. The emphasis in this kind of training is predominantly on 
group process (that is, how groups work) and on learning from the group 
experience (experiential learning). 

There have been a number of criticisms of encounter groups, especially 
when they treat people in harsh ways. Most criticisms are related to the 
following points. 


m Some hard-hitting sessions are emotionally traumatic for participants, who 
are required to lay bare their emotions. Consequently, consultants must keep 
sessions in control so that they do not become overly stressful to sensitive 
participants. 

m It is said that some sessions are an invasion of privacy when they require 
excessive exposure of one’s inner emotions. Further, in most instances the 
exposure is not necessary for appropriate learning. 


m Others claim that highly unstructured situations allow the consultants to 
force their own social viewpoints on groups. For example, the consultant may 
convince the group that consensus is necessary for its success when, in fact, 
consensus is not required. 


m Other critics question whether encounter group training produces on-the- 
job improvements. Although it is difficult to prove results from this kind of 
training, often there is some improvement. 


Most of the criticisms have been caused by poorly trained or overenthusiastic 
consultants, so problems can be overcome by well-trained professionals. They 
keep the training goals in mind and avoid unnecessary stress. Therefore, less 
stressful forms of encounter groups often are used in OD programs. 


Examples of OD programs 


The ideal OD program is one that is tailored to the needs of a single organiza- 
tion. In this way the consultant or change agent can develop mutually with top 
management a program to meet specific organizational needs. However, many 
OD consultants have built their programs around some type of basic framework 
for their ideas. Following are two programs of this type that are used exten- 
sively. Both are well accepted and have produced favorable results. 


THE MANAGERIAL GRID Robert R. Blake and Jane S. Mouton developed the 
managerial grid.'4 The full program consists of six phases, although not every 
organization may proceed through all of them. Phase 1 is the presentation of a 
framework called the managerial grid, as shown in Figure 13-4. The grid is 
based on the management style dimensions of concern for people and concern 
for production, which essentially represent the dimensions of consideration and 
structure discussed in an earlier chapter. The grid clarifies how the tw? 
dimensions are related and establishes a uniform language and framework for 
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The managerial grid 
Source: Robert R. Blake 
and Jane S. Mouton, 
"Managerial Facades," 
Advanced Management 
Journal, July 1966, p. 31, 
copyright. Used with 
permission 
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Low Concern for production 


communication about behavioral issues. The “1,9 managers” are high in con- 
cern for people but so low in concern for production that output is low. They 
are “country-club managers.” The “9,1 managers” are overly concerned with 
production. They tend to be authoritarian bosses. e 
A more desirable balance of the two dimensions is from “5,5” to “9,9.” Using 
the grid, the entire managerial job can be discussed, such as the “backup style” 
of managers. The backup style is the one managers tend to use when their 
normal style does not get results. It tends to be more autocratic and concerned 
n. 
a peer program is concerned with team development, using the grid 
as a framework for discussion. Focus is upon a single team and the manager to 
whom it directly reports. Phase 3 is concerned with intergroup development to 
reduce conflict among groups. This phase tries to reduce win-lose power 
struggles among groups by showing how cooperation can lead to benefits for all 
. Phase 4 develops an ideal organizational model, phase 5 seeks to apply 
the model, and phase 6 provides evaluation of the program. 


FIGURE 13-5 
Systems 1 through 4 
in relation to 
participation 
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SYSTEMS 1 THROUGH 4 An OD framework using four systems of management 
was developed by Rensis Likert.!5 The systems are as follows: 


m System 1: Exploitative-authoritative 
um System 2: Benevolent-authoritative 
m System 3: Consultative 
m System 4: Participative 


As shown in Figure 13-5, System 1 is the most autocratic and System 4 is the 
most participative. The object of the OD program is to move an organization as 
far as possible toward the participative system, which is considered the best 
one. The OD consultant in the Likert program administers a written climate 
survey to find out about the system now used in the organization. The consul- 
tant also surveys participants to determine their view of the ideal system that 
the organization should have. 

The difference between the present system and the desired system repre- 
sents a potential area of improvement for the OD program to seek. The 
complete System 4 remains an ultimate goal, but a firm should move toward it 
gradually. The Likert approach also is known as a survey feedback method 
because of its heavy use of feedback based on surveys. 

In order to analyze the present system and move toward a better one, the 
Likert program uses a model of an organization with three types of variables. 
They are causal, intervening, and end-result variables, as shown in Figure 
13-6. The causal variables are the significant ones, because they affect both 
intervening and end-result variables. Causal variables are the ones that man- 
agement should try to change; they include organizational structure, controls, 
policies, and leadership behavior. The intervening variables are those that 


Participative 


Authoritative 
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FIGURE 13-6 
The Likert model of 
an organization 
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subsequently are affected by the causal variables. They include employee 
attitudes, motivation, and perceptions. Finally, the end-result variables repre- 
sent the objectives sought by management. They usually include improved 
productivity, lower costs, and higher earnings. They represent the reason that 
the OD program was initiated. 

One problem with the managerial grid and Systems 1 through 4 programs is 
that they both suggest that there is a preferred organizational style (such as 9,9 
and System 4). This is inconsistent with the contingency approach to organiza- 
tional behavior, which suggests that proper analysis is needed to identify which 
alternative best fits each problem. The grid and Systems 1 through 4 programs 
are useful, however, for emphasizing the diagnostic and participative action- 
planning stages of OD. 


TEAMWORK 


Individual employees perform operating tasks, but the vast majority of them 
work in small groups where their efforts must fit together like the pieces of a 
picture puzzle. When their work is interdependent, they act as a task team and 
seek to develop a cooperative state called teamwork. A task team is a cooper- 
ative small group in regular contact that is engaged in coordinated action. 
When the members know their objectives, contribute responsibly and enthusi- 
astically to the task, and support each other, they are exhibiting teamwork. At 
least four ingredients contribute to the development of teamwork: a supportive 
environment, skills matched to role requirements, superordinate goals, and 


team rewards. 


Ingredients of effective teams 


SUPPORTIVE ENVIRONMENT Teamwork is most likely to develop when man- 
agement builds a supportive environment for it. Supportive measures help the 
group take the necessary first steps toward teamwork. These steps contribute to 
further cooperation, trust, and compatibility, so supervisors need to develop an 
organizational culture that builds these conditions. 


All members must 
contribute. 


FIGURE 13-7 
An illustration of 
teamwork 
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SKILLS AND ROLE CLARITY Team members must each be reasonably qualified 
to perform their jobs, and have the desire to cooperate. !6 Beyond this, they can 
only work together as a team after all the members of the group know the roles 
of all the others with whom they will be interacting. When this understanding 
exists, members can act immediately as a team based on the requirements of 
that situation, without waiting for someone to give an order. In other words, 
team members respond voluntarily to the demands of the job and take appro- 
priate actions to accomplish team goals. 


An example is a hospital surgical team whose members all respond to a crisis during 
an operation. Their mutual recognition of the emergency alerts them to the need for 
simultaneous action and coordinated response. Each knows what the others can do, 
and trusts them to perform capably. The result is a highly efficient level of coopera- 
tion characteristic of a team. 


If one member of a surgical team fails to perform in the right way at the right 
time, a person's life may be endangered. In more ordinary work situations, a 
life may not be in danger but product quality or customer service may suffer by 
the failure of just one member. All the members are needed for effective 
teamwork, and this is illustrated with the example of the typewriter key in 
Figure 13-7. Just one malfunctioning key destroys the typewriter's effective- 
ness. 


SUPERORDINATE GOALS A major responsibility of managers is to try to keep 
the team members oriented toward their overall task. Sometimes, unfortu- 
nately, an organization's policies, record-keeping requirements, and reward 
systems may fragment individual efforts and discourage teamwork. A district 
supervisor for a petroleum company tells the following story of the effect on 
sales representatives of below-quota reports: 


field to delay a rbi practice for some of the sales representatives in the 


their quotas made. 
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The outlook of the sales representatives is not whether the district makes its 
quota, but their concern is their own. Any sales representative who is below quota in 
a product for a month must report the reason for this reduction. A sales represen- 
tative who makes a large sale of several hundred gallons of motor oil to a customer 
knows that the next month or two that customer may not buy any oil, causing the 
representative to be below quota that month and to have to file a report. 


This supervisor might consider the creation of a superordinate goal, which is 
a higher goal that integrates the efforts of two or more persons. Superordinate 
goals can only be attained if all parties carry their weight. They serve to focus 
attention, unify efforts, and stimulate more cohesive teams. For example, in a 
hospital meeting the leader said, "We are all here to help the patient. Can we 
think of today's problem in those terms?" When the superordinate goal was 
recognized, several minor internal conflicts were resolved. 


TEAM REWARDS Another element that can stimulate teamwork is the pres- 
ence of team rewards.!7 These may be financial, or they may be in the form of 
recognition. They are most powerful if they are valued by the team members 
and administered contingent on the group's task performance. Innovative team 
rewards for responsible behavior may include the authority to select new 
members of the group, make recommendations regarding a new supervisor, or 
propose discipline for team members. ° 


Potential team problems 


Effective teams in action are a pleasure to observe. Members are committed to 
the firm's success, they share common values regarding product safety and 
customer satisfaction, and they share the responsibility for completing a pro- 
ect. 
Being complex and dynamic, teamwork is sensitive to all aspects of organiza- 
tional environment. Like the mighty oak, teamwork grows slowly, but on 
occasion it declines quickly, like that same oak crashing to the forest floor. For 
example, too many changes and personnel transfers interfere with group rela- 
tionships and prevent the growth of teamwork. 


An international company built a new plant in a community of about 1/2 million 

people where it already had three operating plants doing related work. The new 

plant was staffed for the most part by new hires, and within a short time excellent 
work and juctivity 

aoaaa aeaaaioii effecting all (our planis Since 

layoff was according to seniority among the four plants and since employees in the 

new plant had least seniority, people from the other plants forced new-plant employ- 


production declined 30 to 50 percent. Nearly one year of effort and emotional strain 
was required to get the plant back on its feet. (We wonder if management consid- 
ered these potential costs when it decided on the layoffs.) 


Social loafing 
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Other potential problems also exist. The departure from classical lines of 
authority may be difficult for some employees to handle responsibly. The 
extensive participation in decision making consumes large amounts of time. 
Experimentation with team activities may lead to charges of partiality from 
other employees. Also, the combination of individual efforts may not result in 
improved overall performance. For example, when employees think their 
contributions to a group cannot be measured, they may lessen their output. 
Reasons for this social loafing include a perception of unfair division of labor, a 
belief that coworkers are lazy, or a feeling of being lost in the crowd and 
therefore unable to receive adequate individual recognition. 

Since an improperly managed team can result in numerous problems, an 
effective manager needs to apply a contingency framework to determine 
whether or not to use a team approach. It is wise to analyze the nature of the 
task, the qualifications and desires of the participants, and the time and cost 
constraints. Many managers have found managing teams to be a whole new set 
of challenges after years of one-on-one supervision. 


Team building 


Team members must work together to be effective, but also cooperation is 
needed among all the teams that make up the whole organization. OD attempts 
to integrate all these groups into one collaborative group. To do this, OD efforts 
often rely heavily on team building for both individual teams and large 
groups. 1° Team building encourages team members to examine how they work 
together, identify their problems, and develop more effective ways of cooperat- 
ing. The goal is to make the team more effective. High-performance teams 
accomplish their tasks, learn how to solve problems, and enjoy satisfying 
interpersonal relationships with each other.2° 

The team-building process follows the same overall OD pattern shown 
previously in Figure 13-2. A change agent may assist the members in diagnos- 
ing a problem. Data are collected and then fed back for analysis and the 
creation of action plans. While working on the task, the attention of group 
members is often directed equally toward the group's process so that they will 
learn to monitor their own effectiveness. The result can be a skilled team with 
high morale and self-confidence. 


A unique form of team building involves one of several varieties of "wilderness 
experiences."?! In these courses, managers participate in week-long adventures 
such as mountain climbing, white-water rafting and kayaking, or outdoor obstacle 
courses. The physical challenge to survive is substantial, and many participants 
believe the experience prepares them for psychological survival in the corporate 
Some 


13-foot-high walls, sleep on narrow mountain ledges, and cross (imaginary) snake 
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FIGURE 13-8 
Benefits and 
limitations of 
organization 
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organizations from small (Fel-Pro, Inc.) to large (Martin Marietta and Xerox) have 
used wilderness experience laboratories with satisfactory results. 


Benefits and limitations of OD 


OD is a useful organizational intervention. Its chief advantage is that it tries to 
deal with change in a whole organization or a major unit of it. In this manner it 
accomplishes more widely dispersed improvement. Other benefits include 
improved motivation, productivity, quality of work, job satisfaction, teamwork, 
and resolution of conflict. There also are reduced negative factors such as 
absences and turnover.22 The benefits and limitations are summarized in 


Figure 13:8. 


After an OD program in one organization, there were statistically significant im- 
provements in trust, supportive environment, commitment to objectives, and other 
conditions of organizational climate. With regard to supervisory behavior, there was 
improvement in listening, handling of conflict, relations with others, willingness to 
change, and other activities. With regard to performance, there were changes in 
quality level and profit that were attributed to the OD program. Clearly the effect of 
the program was widespread in the organization.?3 


As with any complex program, OD has problems and limitations. It is time- 
consuming and expensive. Some benefits have a delayed payoff period, and an 
organization may not be able to wait that long for potential benefits. Even when 
a professionally capable consultant is used, it may fall flat. There are questions 
of invasion of privacy and psychological harm in some of its methods. There are 
charges that participants are sometimes coerced toward group attitudes and 
conformity. There are other charges that excessive emphasis is given to behav- 
ioral processes rather than to job performance. Group processes seem to be 


given priority over needs of the organization. 


BENEFITS LIMITATIONS 

o Change throughout organization c Major time requirements 

o Greater motivation © Substantial expense 

o Increased productivity o Delayed payoff period 

o Better quality of work o Possible failure 

o Higher job satisfaction o Possible invasion of privacy 
o Improved teamwork o Possible psychological harm 
o Better resolution of conflict o Potential conformity 

o Commitment to objectives o Emphasis on group processes rather than 
o Increased willingness to change — 

| Woduced el o Possible conceptual ambiguity 


" o Difficulty in evaluation 
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In spite of its problems and limitations, OD generally seems to be a useful 
and successful practice. It has contributed to improved results. It is most likely 
to succeed when it starts at the top of an organization, is based on extensive 
analysis, and is supported by the firm's reward system. 


SUMMARY 


Organization development is an intervention strategy that uses group processes 
to focus on the whole culture of an organization in order to bring about planned 
change. It emphasizes the whole organization as an operating system. The 
process covers such steps as diagnosis, data collection, feedback and confronta- 
tion, action planning, team building, intergroup development, and follow-up. 

Organization development makes heavy use of laboratory training ap- 
proaches, such as role playing, simulation, behavior modeling, gaming, and 
encounter groups. Typical programs are the managerial grid and Systems 1 
through 4. Many OD efforts focus heavily on improved teamwork through the 
process of team building. 

Although OD has limitations, it is an excellent practice for introducing 
change and self-renewal in organizations. It differs from traditional training 
methods by its focus on the entire system and its advocacy of humanistic values. 
OD programs typically use a change agent to assist with action research and 
feedback, and apply a variety of experiential learning methods within a con- 
tingency framework. 


(time amd y 
Organization development (OD) Simulations 
Humanistic values Behavior modeling 
Change agents Organizational gaming 
Action research Encounter groups 
Experiential learning The managerial grid 
Interventions Systems 1 through 4 
Steps in the OD process Superordinate goals 
Laboratory training Team building 

Role playing 


Discussion” gusationa) — 


1 A manager suggested that “traditional e helps employees learn some 
thing, but OD helps them learn how to learn something.” Discuss this 


2 Summarize the different phases by which an OD program develops. How 
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ine this differ from conducting attitude surveys, as presented in Chapter 

3 Explain how the reward structure on the job may not reinforce teamwork. 
Form groups of three to five people and discuss what actions management 
could take to improve reinforcement of teamwork on the job. Then report 
your results to your classroom group. 

4 All adults have had experiential learning, whether it was in a classroom or 
not. Select a situation in which you had experiential learning, describe it, 
and then describe how it affected you. Why were you affected the way you 
were? 

5 Explain how experiential learning differs from classroom lecture-and-dis- 
cussion learning. Form groups of three to five students and discuss the 
strengths and weaknesses of both types of learning. Then report your 
results. 

6 How do role playing, simulation, behavior modeling, organizational gam- 
ing, and encounter groups differ as training methods? Do they have sim- 
ilarities also? 

7 Discuss both the strengths and weaknesses of encounter groups for training. 
8 Discuss how behavior modeling is different from typical lecture-and-discus- 
sion training. Since they are so different, why might both still be used? 

9 Review the managerial grid and Systems 1 to 4. From the information 
given, which OD characteristics are reflected in each program? 

10 After reviewing Figure 13-8, identify three major benefits and three major 
limitations of OD. Do you think that the benefits outweigh the costs? 
Report your choices to the class, giving reasons for your selection. 


LAcecont- 

GROUPS IN CONFLICT 

One division of a firm consisted of four departments, with the supervisor of 
each reporting to the division general manager (GM). The four departments 
ranged considerably in size, from two employees in the smallest (A) to fourteen 
in the largest (D). The other two departments (B and C) each had eight 
employees. 

Intense interdepartmental rivalry frequently arose over the allocation of 
resources. This problem was compounded by the favoritism that the GM 
allegedly showed toward units A and B and his reliance on majority-rule 
decision making at staff meetings. This, complained the supervisors of C and D, 
often resulted in the leaders of A and B forming a coalition with the GM to 
make a decision, even though they only represented ten of the thirty-two 
employees. In response, units C and D were charged with empire building, 
power plays, and a narrow view of the mission of the division. 


Question 
You are an OD consultant, called in by the GM to help resolve the problem. Outline the 
approach you would recommend taking. 
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E pntat Meta 

THE ENCOUNTER GROUP 

Assume that you have been given the opportunity to participate in an encoun- 
ter group. Rate your willingness to join the group on a five-point scale (5 — 
very interested; 3 — neutral; 1 — strongly opposed). Have all class members 
share their responses, and count the numbers of 1s, 2s, 3s, 4s, and 5s. Now 
form mixed groups of advocates and opponents to participation in encounter 
groups, and discuss why you have those feelings. How would you convince 
people to attend when they are opposed to it? How would you defend your 
right not to attend when all others in your work group intend to participate? 
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CHAPTER 
OBJECTIVES 


To understand 
Classical 
organization theory 
Contingency 
organizational design 
Matrix organization 


Sociotechnical 


rganizations are the grand strategies created to bring order 

out of chaos when people work together. Organization cre- 

ates predictable relationships among people, technology, 

jobs, and resources. Wherever people join in a common 

effort, organization must be employed to get productive 
results. 

The necessity for organization—and the havoc of disorganization—are illus- 
trated by disorganizing a short sentence: "riirggnagesnotztlsuse." In this form it 
is nonsense. Now let us reorganize it substantially: “organizinggetsresults.” In 
this condition it is workable, but difficult. By the slight change of converting to 
a capital “O” and adding two spaces, it reads: "Organizing gets results." Yes, 
the organizing of people and things is essential for coordinated work. 

In this chapter we discuss classical organization theory and contingency 
organizational design as they relate to organizational behavior. Then we exam- 
ine the relationship of technology to people at work, which is known as 
sociotechnical systems.? The following chapter focuses on informal organization 
as a response to structure and technology, and Chapter 16 explores the current 
approaches to creating a high quality of work life. 


CLASSICAL ORGANIZATION THEORY 


Most organizations depend upon classical organization for building their struc- 
tures because it deals with essential elements in an institution, such as division 
of labor, delegation, authority, specialization, and interdependence of parts. 
Modern developments are amending classical theory, but its essential elements 
remain and must be understood in order to work with people in organizations. 
Organizational structure is significant because it is a primary vehicle for trans- 
lating the organization's strategy into productive action. It also partly deter- 
mines the power of people in organizations, and affects their perceptions of 
their roles. In addition, it can have a strong impact on job satisfaction. 

The organizing process may be viewed in two ways. It may be considered as a 
process of construction in which a great number of small work units are built 
into jobs, departments, divisions, and finally a whole institution. Or an organi- 
zation may be viewed as a process of analysis by which a particular area of work 
is subdivided into divisions, departments, and finally jobs assigned to particular 
people. This latter approach is more appropriate when organizing a work group 
because one starts with the total amount of work to be done. Viewed in this 
way, organizing is achieved by means of division of work and delegation. 


Division of work 


The manner by which work is divided can be illustrated by considering that a 
small triangle represents the work that a department must do. There are 
sixteen people, including the department head, available to do the work. The 
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Functionalization 


FIGURE 14-1 
Division of labor by 
the scalar process 
and functionalization 
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department head organizes the work by dividing it into levels and functions and 
then assigning people and resources to the jobs that result. Division into levels, 
represented in Figure 14-1, is called the scalar process because it provides a 
scale, or grading, of duties according to levels of authority and responsibility. 
The scalar process is nearly universal and exists wherever there are two people 
in a supervisor-subordinate relationship. 

Concurrently with division into levels, the work must be divided into differ- 
ent kinds of duties. This is functionalization. To use an illustration, the 
difference between an office supervisor and a machine shop supervisor is 
functional. Scalar and functional divisions are superimposed on each other to 
form a framework such as that shown in Figure 14-1. By a simple two-way 
division of duties, all the work to be done (as represented by the area of the 
triangle) is now assigned. Assuming that organizing is done perfectly, there are 
no unassigned areas, no overlaps of assignments, and no confusion about 
responsibilities. 


Delegation 


The relationships and duties determined by division of work are communicated 
and assigned to people by means of delegation, which is defined as the assign- 
ment of duties, authority, and responsibility to others. Each person who 
accepts the assignment then becomes a manager's "delegate" and is responsible 
for the assignment. If there is no acceptance, delegation has merely been 
attempted. Delegation permits managers to extend their influence beyond the 


limits of their own personal time, energy, and knowledge. 


Some managers, however, delegate more often than others do. One study of claims 
adjusters and their supervisors in an insurance company indicated that several 
factors apparently contributed to a higher degree of delegation.* Among them were 


Scalar process Scalar and functional division 


Managers are links 


PART 4 Organizational environment 


supervisory perceptions of subordinates as capable and trustworthy and the pres- 
ence of a heavy work load on the supervisor. Delegation of authority is also more 
likely when supervisors believe that employees hold the necessary background 
information to make a wise decision, and when the outcome of an employee's 
decision would create only minimal risk for the organization. 


Poor delegation is a primary cause of managerial failure. Some managers feel 
that delegation is giving away something, so they cannot psychologically bring 
themselves to do it for fear it will weaken them. Others are such perfectionists 
that they have no confidence in letting others do the work for which they are 
responsible. However, all need to realize that delegation is the act that initiates 
management. If there is no delegation to others, there is no one to be managed. 
As a matter of fact, more delegation often is the effective remedy for a problem. 


In one company, an executive was worried by the fact that Marge Lindberg, a 
purchasing specialist, could make costly mistakes if she were given more authority. 

r examination revealed that the costliest error she could make would involve 
only $100,000, but that it cost $142,000 annually in executive time, forms to fill out, 
and other precautions to ensure against her error. There were further possible 
losses as a result of delayed purchasing decisions. Was the possible loss from 
independent decision making great enough to require the certain costs and delays of 
eo checkup procedure? Finally, the executive decided to delegate more authority to 

arge. 


Linking pins 


When the scalar process, functionalization, and delegation are performed cor- 
rectly, the result is an intricate web of relationships that links people together 
into a working organization. Each level has functional teams that are linked to 
the next level through the scalar process. This is known as the linking pin 
concept, as shown in Figure 14-2, Each manager serves as a linking pin 
connecting that manager's group with the remainder of the organization. If all 
linking pin connections are effective, then the organization can operate as an 
integrated whole. On the other hand, if there is a weakness anywhere in the 
chain of linking pins, the organization tends to be less effective. 

When managers see themselves as linking pins uniting the whole team rather 
than as bosses, they can function more effectively. Similarly, when employees 
understand a manager's role as a linking pin for the whole team, they can relate 
to it better and become more effective. 


Acceptance theory of authority 


Delegation gives authority to a lower manager; however, the power of 4 
manager to use that authority depends on the willingness of employees to 
accept it. This is the employee “zone of acceptance for authority” and results in 
an acceptance theory of authority. Although authority gives people power to 
act officially within the scope of their delegation, this power becomes somewhat 
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meaningless unless those affected accept it and respond to it. In most cases 
when delegation is made, a subordinate is left free to choose a response within a 
certain range of behavior. But even when an employee is told to perform one 
certain act, the employee still has the choice of doing it or not doing it and 
taking the consequences. ]t is, therefore, the subordinate who controls the 
response to authority. Managers cannot afford to overlook this human fact when 


they use authority. 


Specialization 

Functionalization leads to specialization. A farm situation illustrates how this 
occurs. If fifty workers are hoeing corn, each doing the same work, the only 
division of labor is that the work has been broken. into human units for each 
person to perform. If the work is reorganized and forty-nine workers hoe while 
the fiftieth sharpens the hoes and keeps the water jug filled, division of labor of 
different kind has taken place. This is functionalization. In the course of time, 
the fiftieth worker will become more adept at sharpening hoes than the forty- 
nine are, and they will be more productive at hoeing than the sharpener is. 
This is because each is specializing as a natural result of functionalization. 

Specialization brings great benefits to a work group. Modern industrial 
society could not exist without it, because it permits people to develop unique 
skills and knowledge that will produce more of society's wants. It is one of the 
really fundamental ideas of civilization. 

Like other benefits to society, specialization brings disadvantages that must 
be weighed against all its benefits. Let us return to our fifty fieldworkers to 
illustrate some of these disadvantages. The one worker who is sharpening hoes 
may not sharpen them to please one of the forty-nine, who always complains 
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about a dull hoe. On another occasion a worker chips a hoe on a rock and wants 


it sharpened right away, but the sharpener is busy getting water and cannot 
give immediate service. The worker is forced to either wait or continue with a 


and technical, but its disadvantages are primarily human. This means that 
more specialization usually leads to more human problems also. For example, 
conflicts between groups tend to develop, and some employees become bored 
with their specialized jobs. However, specialization is a key part of advanced 
social systems. Whatever problems it causes must be weighed against its vast 
benefits. The world needs the skills of physicians, teachers, counselors, and the 
thousands of other occupations that specialization provides. 


The span of management 


A basic idea of classical organization is the span of management (or span of 
control), which refers to the number of people a manager directly manages. 
Many factors determine the number of employees that one person can manage 
effectively. Some of these are capacity and skill of the manager, complexity of 
the work supervised, capacity and skill of the employees managed, stability of 
operations, contacts with other chains of command, contacts outside the organi- 
zation, and geographic distance of subordinates. 

A small span in an organization causes a tall structure anda large span causes 
a flat structure, as shown in Figure 14-3. Each structure has its advantages and 
limitations. In the tall structure, closer coordination and control are permitted 
because each manager works with fewer people, so there tends to be less role 
conflict and ambiguity. However, communication lines are longer, providing 
more opportunities for misinterpretation and editing. 

The flat structure has a shorter, simpler communication chain. In this struc- 
ture managers have so many people to supervise that they cannot spend much 
time with any one member of their group. This can be frustrating for employees 
who value direct contact with their supervisor. It also can lead to errors by new 
employees who require training and closer supervision. The pressure for 
lowering costs during the past decade has led many firms to reduce the number 
of managers, effectively increasing the span of management for those remain- 


FIGURE 14-3 

Tall and flat 
organizational 
structures caused by 
different spans of 
management for 
forty-eight 
employees 


o o OOO COCO ooo ooo o o 
o o ooo ooo ooo ooo o o 
o o ooo COO ooo ooo o o 
Tall organization 
(Maximum span of management: 3. Four levels of management.) 
o 
A B c D 
oooQ oooo 0800 0000 
ooo00 eooo 02000 0000 
eooo OOOO 080060 0000 
Flat 
(Maximum span of management: 12. Two levels of management.) 


ing.5 However, the span grew so wide in one firm that managers often waited 
for two hours outside the president's office to get a brief chance to confer over 
decisions to be made! 


The 3M Company uses a unique method to uncover problems with its spans of 
management. Based on general norms for its managers’ spans, the firm examines 
the number of levels of management in a unit, the ratio of managers to workers, and 
the proportion of time that each supervisor actually spends managing. The system 
helps to identify the overstretched and understretched managers. Then a consultant 
helps the group create a new structure that will more efficiently contribute to 
achievement of its goals. 


Employees in a tall organization tend to feel removed from the managers in 
power. Further, since their manager is free to spend considerable time super- 
vising them, they tend to desire more operating freedom. Since a flat structure 
is more free of frequent supervision, employees tend to prefer it. They like the 
autonomy they have, and feel less stress from their job environment. 
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When organizational structures, rules, and procedures are rigidly followed, a 
condition known as bureaucracy develops. Bureaucracy is characterized by a 
large, complex administrative system operating with impersonal detachment 
from people. At the extreme, its main characteristics are high specialization, a 
rigid hierarchy of authority, elaborate rules and controls, and impersonality. 

Bureaucracy has its advantages, such as stability and unified focus on objec- 
tives. It was originally developed as a desirable way to manage large 
organizations. The difficulty arises when there is too rigid adherence to the 
system. Then there is a tendency for paperwork systems to expand, managerial 
action to slow down, psychological costs to increase, and effectiveness to 
decline. The giant bureaucracy of the U.S. military system provides an example 
of a highly complex structure.7 


Interpreting classical organization theory 


Classical organization theory has its strengths as well as its weaknesses. For 
example, organizational structure can support people as well as suppress them. 
Classical structure provides much task support, such as specialized assistance, 
appropriate resources to perform the job, security, and fairly dependable 
conditions of work. On the other hand, although classical structure is strong in 
task support, it is weak in psychological support. What is needed is an organiza- 
tional system that provides both task support and psychological support. 

New viewpoints are leading to a decline in the use of structure and authority 
in modern organizations. The modern approach is to be more flexible with 
organizational systems, changing them according to a contingency relationship 
with their environment. One reason is changing social values, but it also is 
evident that horizontal relations between chains of command are more impor- 
tant for effectiveness than was formerly realized. Supervisory influence with 
peers, service people, and other chains of command is becoming more signifi- 
cant. The pace and complexity of work today make horizontal communication 
more necessary. 


CONTINGENCY ORGANIZATIONAL 
DESIGN 


As discussed in the preceding paragraph, the trend is toward more contingency 
organizational design. This recognizes that different organizational structures 
and processes are required for effectiveness in alternative situations. Some 
major forces affecting the choice of structure are the organization's strategy, its 
technology, its size, and even the preferences of its top managers.* Environ- 
ments differ also, and what is an appropriate organizational design in one 
environment may not be appropriate in another. Since environments change 
over time (sometimes rapidly), there is a special need for organizational designs 
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to be flexible so that they can be changed to keep a best fit with the changing 
environment. 

The contingency point of view requires a fundamental change in philosophy 
from the traditional view that there are preferred ways of organizing that could 
remain relatively fixed over time. The next section will highlight these differ- 
ences by contrasting two extreme organizational patterns. Two major research 
studies that identify different technologies and alternative environments will be 
summarized. Then a flexible approach to organizing—the matrix structure— 
will be reviewed. 


Mechanistic and organic patterns of organizing 


Some of the earliest research on contingency design was by Burns and Stalker 
in Britain.? They distinguished between mechanistic and organic organizations. 
The mechanistic form fits the traditional hierarchical way of organizing. People 
are specialized into many activities that are supervised by layers of supervision. 
Each higher level has more power and influence until the top is reached, where 
central direction of the whole organization takes place. Work is carefully 
scheduled, tasks are certain, roles are defined strictly, and most formal commu- 
nication flows along the lines of hierarchy. The whole structure is organized like 
a well-designed machine. 

Organic organizations are more flexible and open. Tasks and roles are less 
rigidly defined, allowing people to adjust them to situational requirements. 
Communication is more multidirectional. It consists more of information and 
advice rather than instructions and decisions. Authority and influence flow 
more directly from the person who has the ability to handle the problem at 
hand. Decision making is more decentralized, being shared by several levels 
and different functions. The organization also is more open to its environment. 

Burns and Stalker showed that mechanistic forms are more effective than 
organic forms in certain situations. If tasks are stable and well defined, chang- 
ing very little from month to month and year to year, a mechanistic form tends 
to be superior. If changes in the technology, market, and other parts of the 
environment are minimal, then a mechanistic structure seems to be more 
effective. Worker attitudes also are a contingency factor. If workers prefer more 
routine tasks and direction from others, then a mechanistic form better meets 
their needs. If they are threatened by ambiguity and insecurity, then a mecha- 
nistic approach is better. 

Organic forms are more effective in other ‘situations, and these situations 
tend to be more typical in modern society. Organic forms work better if the 
environment is dynamic, requiring frequent changes within the organization. 
They also work better when the tasks are not well enough defined to become 
routine. If employees seek autonomy, openness, variety, change, and oppor- 
tunities to try new approaches, then an organic form is better. 

The contingency approach to organizing may even be applied within the 
same organization, where various departments may be organized differently to 
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meet their needs. The research department may have an organic structure, and 
the production department may require a mechanistic structure. 


Types of production technology 

Research by Woodward with 100 firms in Britain shows that the most effective 
form of organization tends to vary with types of production technology.!? 
Woodward classified firms into three types of technology, listed in increasing 
order of complexity: 


m Unit and small-batch production. Produces one or a small number of a 
product, such as a locomotive, usually on the basis of an order 


m Mass and large-batch production. Produces a large number of a product in 
an assembly-type operation 

m Process production. Produces in a continuous flow, such as an oil refinery or 
a nylon plant 


Woodward found that the most successful firms in each class of technology 
tended to group around a certain type of structure, while the less successful 
firms varied from the structure. As shown in Figure 14-4a, the mass-production 
firms were more successful with mechanistic structures, while unit and process 
firms were more successful with organic structures. In essence, the most 
appropriate type of organization was contingent on the firm's type of tech- 
nology. In relation to the amount of structure the relationship was curvilinear, 
with high structure required for the middle level of technology (mass produc- 
tion) and low structure required for either extreme of technology. 


Woodward's research also showed a curvilinear relationship between the super- 


visor's span of management and technology (see Figure 14-4b). In three types of 


the average span of management varied as follows: 
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The differences are substantial. The mass-production technology used a span more 
than three times as large as process production. These data further support the 
contingency approach to organizing. 


Stable and changing environments 


Lawrence and Lorsch in the United States studied industrial organizations, 
grouping them by amount of market and technological change.!! Their work 
expanded and supported Burns and Stalker. They found that organizations in 
the more changing environments required increasing differentiation in their 
structure. That is, they required many different sections, departments, occupa- 
tional roles, and specialized patterns of thinking. These different parts enabled 
the firms to gain a variety of inputs that would allow them to react effectively to 
their uncertain environments. Because of differentiation, greater efforts to- 
ward integration were required. There was much coordination at lower levels, 
horizontal communication, interdisciplinary teams, and emphasis on flexibility. 
This system was similar to Burns and Stalker's concept of the organic organiza- 
tion. The firms with organic systems tended to function more successfully in 
changing environments. 

Firms in more stable, certain environments required less differentiation. 
Standard rules and procedures provided sufficient integration in their stable 
environment, so they tended to be more hierarchical and centralized. The open 
systems and horizontal communication that were needed in the changing firms 
were not so necessary in the stable firms. Consequently, firms with mechanistic 
systems tended to be more successful in stable environments. 


Matrix organization 

Another development to meet changing organizational needs is matrix organi- 
zation. It is an overlay of one type of organization on another so that there are 
two chains of command directing individual employees. It is used especially for 
large, specialized projects that temporarily require large numbers of technical 
people with different skills. " 


A simple example of matrix organization is an annual United Way fund drive for 
contributions to community charities. It could be handled through the traditional 
hierarchy, but often it is assigned to a temporary hierarchy of employees as a part- 
time duty. They carry the assignment to completion and are then disbanded. 


The effect of matrix structure is to separate some of the organization's 
activities into projects that then compete for allocations of people and re- 
sources. The traditional hierarchy provides the regular work group for an 
employee, but project groups are established temporarily for up to several 
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years. Employees are assigned to a project for its limited life or as long as their 
specialty is needed on the project. As one assignment is completed, employees 
move back to permanent assignments in traditional departments, or they are 

. assigned to other projects. In fact, an employee can be assigned part time to 
two or more projects at the same time. 
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subordinate relationships, GG works for AA in the regular structure, but in the 
matrix structure he works for CC, who is his peer in the regular structure. In 
essence, matrix structure overlays one or more project structures simultaneously on 
the permanent organization. 


THE PROJECT MANAGER In matrix organization a project manager is estab- 
lished to direct all work toward completion of a major project, such as develop- 
ment of a new computer system. The project manager especially needs to have 
role adaptability to interact with people both within and without the structure. 
Project managers occupy boundary roles that require an ability to interact with 
a variety of groups in order to keep their project successful. Each group has its 
own special language, values, and style of relationships, so project managers 
need to be sensitive and flexible in order to secure project needs from other 
groups. Project managers often have relatively weak authority, so their mission 
is best accomplished by communication, developing challenging assignments, 
negotiation, and contributing through their own expertise. 


EFFECTS OF MATRIX ORGANIZATION Matrix organization represents a dra- 
matic change from simple organization structures, and its impact can vary from 
highly positive to negative. When first implemented, matrix structure can be 
confusing to its members. It requires multiple roles for people, and sometimes 
they get frustrated in these ambiguous roles. Insecurities may arise over what 
will happen to them when the project is completed. The authority of the 
functional (line) manager who “loses” some staff temporarily may be dimin- 
ished, while the problems of maintaining coordination and control increase. In 
addition, a condition called “projectitis” may arise, in which the commitment to 
the project team is so strong that unhealthy competition and rivalries appear. 
Some problems of the matrix form can be seen in the following illustration: 


employees in another location. 

The most substantial occurred in the drafting group, where the physical 
relocation and work-group were greatest. Although the quantity of 
communications the quality declined. Role ambiguity increased, and both 
coordination and job satisfaction decreased. , employees did not report 
significant levels of role conflict. 


In spite of its complexity, matrix organization is used for a number of reasons. 
It focuses resources on a single project, permitting better planning and control 
to meet budgets and deadlines. Especially on repetitive projects, the members 
gain valuable experience and the team develops a strong identity. The struc- 
ture is more open and flexible than a traditional hierarchy, so it can better 
handle the changes that occur in complex projects. Its distribution of authority 
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and status also is more in agreement with democratic norms of technical 
employees. For example, more emphasis is given to authority of knowledge 
that a specialist can contribute to a project and less emphasis is given to rank in 
the permanent hierarchy. The matrix organization may improve motivation 
because people can focus more directly on completion of one project than they 
can in the traditional organization. It also improves communication by encour- 
aging direct contact and reducing the inhibitions that result from formal rank. 


CONTINGENCY FACTORS Although matrix organization has limited applica- 
tion, where it does apply it is psychologically more advanced than traditional 
work hierarchies. Its use is contingent upon conditions such as the following:!? 


m Special projects, particularly major ones 

m Need for diverse occupational skills, particularly higher-level ones 
m Conditions of change during project operation 

m Complex issues of coordination, problem solving, and scheduling 


m High needs for authority of knowledge and expertise compared with existing 
functional authority 


TECHNOLOGICAL CHANGE 
Features of technology 


In addition to the recent evolution of new forms of organization, technology is 
adding another powerful force in the work environment.!4 Technology has 
— general features, such as specialization, integration, discontinuity, and 
change. 

As technology increases, specialization also tends to increase. As work gets 
broken into smaller parts, integration is required to put them back together 
again to make a whole product, a whole organization, and a whole society. This 
integration is much more difficult in a high-technology society than in a low- 
technology one, because high technology tends to make a system more complex 
and make its parts more interdependent. 

The flow of technology is not a continuous stream but rather a series of bursts 
of new developments. As a consequence, the price that technology requires for 
the progress it brings is that people must adapt to unexpected changes. The 
technological revolution produces, perhaps with a time lag, an associated social 
revolution. Technology is moving so fast that it is creating social problems long 
before society is able to develop solutions. At the workplace new forms 
organization, new ways of supervision, new reward structures, and a host of 
other changes are being required in order to absorb technology. For adjust- 
ment to technology what is needed is more mobility—economic as well as 
social, occupational as well as geographic, managerial as well as employee. 
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Technology and occupations 


As technology changes, jobs also change. Technology tends to require more 
professional, scientific, and other white-collar workers to keep the system 
operating. In most advanced installations the ratio of white-collar to blue-collar 
employees has increased. Since people by nature are not efficient machines, it 
seems appropriate to replace routine jobs with automated systems that can do 
the job faster and better, thus releasing people to do more advanced work, 
which usually is white-collar work. Technology generally upgrades the skill and 
intellectual requirements of the total work force. 


ROBOTICS One product of technological change and the computer revolution 
is robotics, or the design and use of programmable mechanical devices to move 
parts and perform a variety of tasks. Industrial robots (or “steel-collar” workers) 
are expensive to create and still in their infancy with regard to their vision, 
sense of touch, and so forth. Compared with humans, however, they can work 
longer hours, work more shifts, survive in harsh environments, and apply great 
strength. 

The total number of industrial robots in use is relatively small (about 
100,000). Although the number of robots introduced into the workplace will 
grow over the next few decades, the actual number of workers displaced will 
not be large. This is especially true since many firms have created retraining 
programs that help displaced workers learn new skills and remain with their 
employer. A number of retrained workers are actually relieved from the 
drudgery of repetitive tasks by robots, and can move on to more challenging 
jobs. 

In addition to knowing the expected impact of introducing robots, managers 
need to be concerned about the perceptions of employees. These are important 
to monitor both before and after robots begin performing their new roles. The 
available research evidence on employee perceptions and reactions is mixed, as 
these studies show. 


One investigation divided employees into those with low-skill and high-skill jobs. '5 
Predictably, low-skill workers reacted negatively to the introduction of robots, 
fearing a threat to their job security. High-skill workers were more positive, viewing 

providing opportunities for expanding their skills. In another survey of 
robotics users, only 2 percent reported that negative employee reactions followed 
the introduction of robots, while 59 percent reported that their employees had 
positive reactions. '® 


Employee responses to the use of robots on the job can be expected to vary 
greatly, depending on a number of factors. Certainly if an individual is laid off 
as a direct result, that employee will likely be unhappy. If employees are 
transferred to other jobs within the firm, their reactions will largely be a 
product of their perceptions of their new jobs—are they better or worse than 
they were before? An understanding of employee perceptions of their former 
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jobs would also be helpful, since they may have had an easy, slow-paced set of 
tasks in a clean environment or high-pressure, rapidly paced job requirements 
in a disagreeable work setting. 

Managers need to help employees understand and accept the presence of 
robots by communicating clearly about the organization's intentions. In addi- 
tion to paying attention to what jobs the displaced workers are coming from and 
going to, managers also need to be alert to the process by which robots are 
introduced. Discussions need to be held, and apprehensions listened to and 
accepted. Plans should be shared with the union so that it will not be caught by 
surprise. Employee involvement in planning and implementing the move to 
robots is also a useful process for reducing resistance to change. 


Technology and education 


The modern need for higher skills means that a premium is put upon education 
in the labor market. More education and training become necessary in order to 
avoid a surplus of underdeveloped people and a shortage of highly developed 
people. 


MULTIPROFESSIONAL EMPLOYEES The need for an educated work force with 
high-level skills has increased the demand for multiprofessional employees. 
These are people trained in two or more professions or intellectual disciplines, 
such as engineering and law or accounting and science. Since these people are 
competent in more than one discipline, they are able to perform some of the 
integrative work required by modern work systems. The demand is especially 
high for multiprofessional managers who are qualified in some technical spe- 
— in addition to management so that they can more easily manage technical 
work. 


An example of a multiprofessional employee is Paula. After receiving her degree in 
computer science, she worked for a government agency for several years. Returning 
to college, she chose to pursue a master's degree in business administration rather 
than specializing further in computers. As a result, she obtained a supervisory 
position and directed the work of several other programmers. 


^ KNOWLEDGE SOCIETY The steady advancement of technology has led to the 
development of a knowledge society in the United States. A knowledge society 
is one in which the use of knowledge and information dominates work and 
employs the largest proportion of the labor force.!? The distinguishing feature 
of a knowledge society is that it emphasizes intellectual work more than manual 


work—the mind more than the hands. Examples of knowledge jobs are those of 


news editors, accountants, computer programmers, and teachers. Even the 
surgeon, who must use a delicate manual skill, is primarily working from à 
knowledge or intellectual base. 

Intellectual work requires a different quality of motivation than manual 
work. Normally a person can be persuaded by the use of authority to dig 2 
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ditch. The threat of penalty usually is enough to get results. However, it takes 
more sophisticated motivation to lead a person to do research or write creative 
advertising copy. Intellectual work requires internal motivation and a more 
positive motivational environment. If employers of knowledge workers fail to 
provide this type of environment, their employees will work less effectively. 


Technology and labor 


In eighteenth-century England, a band of workers known as Luddites chal- 
lenged the industrial revolution by roaming the countryside, smashing 
machinery and burning factories along the way. They believed that machinery 
threatened jobs. Employees in the twentieth century have faced technology 
with more maturity but nevertheless with considerable anxiety. Some workers, 
like the Luddites, view technology with a technophobia, that is, an emotional 
fear of all technology regardless of its consequences. 

Workers who think that technology will abolish the exact jobs they now have 
probably are correct. With technology moving as fast as it is, few jobs will 
remain static during an employee’s working life. Technology does not destroy 
jobs for all time, but it does create different jobs that workers often are not 
prepared to fill.!5 Therefore, it produces employee insecurity, stress, anxiety, 
and possible layoff, which management needs to handle most carefully in 
introducing technology. 


RETRAINING New technology may force a firm to lay off employees who have 
satisfactory work records but outdated skills. A social alternative is to create 
retraining programs for them, where selected employees are provided oppor- 
tunities to learn new skills, followed by guaranteed jobs within the company. 
Even when management is able to offer complete job and wage security, 
workers still make sacrifices of their time and energy for retraining. Certainly 
they expect to make some sacrifices to advance productivity for their society, 
but this situation also obligates management to be sensitive to employee needs 
so that the changeover will be as smooth as possible. 


The transitions associated with retraining are not always easy. A laid-off steelworker 
from West Virginia named Frank LaRosa later became a computer programmer, 
but the financial and psychological costs were great.!9? Frank had to borrow several 
thousand dollars for his training, accept a one-third cut in pay, work under constant 
deadlines, accept management's values, and live without the satisfaction of making a 
basic product like steel. Despite these pressures, he is happy to have “a job with a 
future.” 


THE UNION VIEW In spite of employee difficulties with technology, many 
union leaders have recognized that it is essential for long-run employee gains 
and have voiced their support. For example, when the head of one union was 
asked whether technology destroys jobs, he responded, “The real issue is 
whether the lack of technological change destroys even more jobs."?9 In 


Structure and 


Problems caused 
by initiation 


PART 4 Organizational environment 


practice, some union leaders have opposed it as being too sudden, too broad in 
coverage, or inappropriate to the circumstances. They also have bargained 
heavily for retraining rights, severance pay, and other benefits that soften 
dislocations caused by technology. Approaches differ among unions because 
technology affects their members differently and because unions have different 
philosophies. 


WORK SYSTEMS AND PEOPLE 


There are two basic ways in which work is organized. The first relates to the 
flow of authority and is known as organizational structure or merely organiza- 
tion, as discussed earlier. The second relates to the flow of work itself from one 
operation to another and is known as procedure. Other names are "method," 
"system," and "work flow." People usually recognize the human side of organi- 
zational structure because of the superior-subordinate relationship that it estab- 
lishes, but more often than not they ignore or overlook the human side of work 
flow. They see work flow as an engineering factor that is separate from human 
factors. In the usual case, however, work flow has many behavioral effects 
because it sets people in interaction as they perform their work. 


Initiation of action 


One important point about a work system is that it determines who will 
"initiate" an activity and who will "receive" it. At each step in the flow of work 
one person sends material to the next person who will work on it. Along the 
way, staff experts give instructions. This process of sending work and/or in- 
structions to another is an initiation of action on another person. Receivers of 
an initiation often feel psychologically inferior, because they may receive it 
from someone who "just shouldn't be pushing them around." In one plant, for 
example, operator B was a fast worker and caused work to pile up at the next 
work station, controlled by operator C. Considerable resentment was shown by 
C, who thought B made C look like a laggard. 

Initiations that tend to be trouble spots are summarized in Figure 14-6. 
When initiation comes from someone with distinctly less skill, or someone of 
lower status, human problems can become serious. These problems tend to be 
compounded if the relationship involves pressure on the receiver, as in the 
following example from an early study of restaurants. 2? 


teenagers initiated action on high-status cooks. In essence, they were telling cooks 

to do. This relationship often was a trouble spot in the restaurants studied. 
Cooks resented the control exercised on them by teenagers of inferior restaurant 
status. Practical solutions included (1) using a mechanical voice system that elimi 
nated face-to-face contact and (2) changing the initiator to someone of higher status. 


| 
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o Initiation from a fast worker to a slow one 

o Initiation from an inexperienced worker to one with more experience 
o Initiation from a low-seniority worker to one with high seniority 

o Initiation from an unskilled worker to a skilled one 

o Initiation from a young person to an older one 

o Initiation from a worker with low authority to one with higher authority 
o Initiation from a worker with lesser status to one with higher status 

o Initiation that puts pressures on another worker 

o Initiation that affects sensitive areas of a worker's job 


p—————— C'T mnndi 


Further problems tend to arise when an initiation affects "sensitive" areas 
such as how much work employees do (as in time study) and their rates of pay 
(as in job evaluation). In general we can conclude that initiations of action that 
place job or personal pressures on a receiver tend to be trouble spots. 


System design for better teamwork 


Another point about procedure is that it requires people to work together as a 
team. Teamwork can be engineered out of a work situation by means of layouts 
and job assignments that separate people so that it is impractical for them to 
work together, even though the work flow requires teamwork. In one instance 
two interdependent employees were unnecessarily on separate shifts, which 
prevented them from coordinating their work. In another instance, one oper- 
ator fed parts to two separate lines that were in competition, and each line 
regularly claimed that the operator favored the other. 

An early illustration of teamwork engineered out of a job was A. K. Rice's 
study of a textile mill in India.?? 


The mill was reengineered according to basic industrial engineering procedures. 
Each job had carefully assigned work loads based on engineering study. In one room 
there were 224 looms operated and maintained by twelve occupational groups. Each 
weaver tended twenty-four or thirty-two looms, each battery filler served forty to 
fifty looms, and each smash hand served an average of seventy-five looms. The other 
nine occupations were service and maintenance, and each worker had either 112 or 
224 looms. 

Although the mill appeared to be superbly engineered, it failed to reach satisfac- 
tory output. Research disclosed that close teamwork of all twelve occupations was 
required to maintain production, yet work organization prevented this teamwork. 
Each battery filler served all looms of one weaver and part of the looms of a second 
weaver, which meant a weaver and battery filler were not a team unit, even though 
the nature of the process required it. In effect, a weaver tending twenty-four looms 
and using a battery filler serving forty looms worked with three-fifths of a battery 
filler, while another weaver shared two-fifths of the filler. The situation was even 
more confused with smash hands who tended seventy-five looms. 
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Eventually work was reorganized so that a certain group of workers had responsi- 
bility for a definite number of machines. Workers then were able to set up interac- 
tion and teamwork that caused production to soar. 


A sociotechnical approach was required to integrate the technology, struc- 
ture, and human factors into a productive system. When one element is 
changed, a mismatch is likely to emerge. Management needs to stay in close 
touch with the workers to understand their needs and avoid making costly 
mistakes. 


Communication patterns 


It is well known that plant layout and work flow have much to do with the 
opportunities that people have to talk with one another. In an insurance office, 
for example, the layout of desks was such that people who needed to talk to 
coordinate their work were separated by a broad aisle. Employees met the 
problem by loudly calling across the aisle, but this eventually had to be stopped 
because of the disturbance. The result was poor communication. In another 
company, sewing machines were located so that talking was discouraged, but 
management soon discovered that another layout that permitted talking led to 
er productivity. Apparently, talking relieved the monotony of routine 
work. 


Managers often overlook the fact that layout also can affect off-duty interaction of 
employees. Some years ago a new factory was built that was a model of engineering 
- Although the lunchroom was spotless and efficiently designed, it was 
located in the basement directly beneath stamping and light forging presses! Vibra- 
tion was so terrific it stopped conversation. The floor and ceiling shook; the dishes 
rattled; there was no sound-deadening tile on the ceiling. The space beneath the 
presses apparently was not needed for other functions; so the cafeteria received it, 
but em communication and relaxation were thereby excluded at mealtime. 
Lunch hours in the plant were staggered into four periods, which meant that the 
A operated during the _ most — ate. When the cafeteria mana 
uestioned, management's answer was, ‘ cafeteria i ing only, an 
anyway the noise shouldn’t bother anyone,” pee vh 


The potential effects of office layout-on communication patterns raise several 
important issues. One dilemma in office design is whether to provide enclosed 
work cubicles for each employee, or create a more open, landscaped work area 
with lower (or no) partitions between work spaces. A basic issue revolves 
around the desire of some employees for privacy and personal space while they 
work. Many employees feel a need to establish their own territory—a space 
they can call their own, within which they can control what happens. Cubicles 
provide an opportunity for them to have their own territory, design and modify 
their work layout, and even decorate to their own satisfaction. 

Alternatively, the organization may want a layout that encourages easy 
interaction and exchange of ideas among employees engaged in related tasks. 


Causes of red tape 
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Some firms have accomplished this by creating offices designed as activity 
settings that include both home-base areas for privacy and bullpen areas for 
group interaction.” These settings have proven especially effective for provid- 
ing employees with a way to "escape" from their computer terminals for short 
periods of time. Other organizations have created neighborhoods, which are 
centers of related individual offices to encourage the formation of social groups. 
This builds on the idea that proximity, or closeness, creates greater oppor- 
tunities for interaction. The social groups that form contribute substantially 
toward satisfying employee needs for belonging. 


Red tape 


Another difficulty with procedure is red tape. It is procedure that appears to be 
unnecessary to those who are following it. It delays and harasses people 
everywhere. The term originated from the real red tape used to tie government 
documents, many of which have long been challenged as unnecessary by those 
who prepare them. 

Red tape often becomes excessive. One cause is normal resistance to change. 
A procedure tends to become a habit, and people resist changing it. Another 
cause is that red tape often is determined by a higher authority who does not 
understand work problems. In these cases, people do not know why they are 
performing a procedure; consequently they cannot know whether it is useless 
or not, and they do not dare to expose their "ignorance" by questioning a 
procedure that their boss may be able to prove essential beyond a shadow of a 
doubt. People do not like to get caught not knowing something about their 
work. 

Another reason for excessive red tape is that most procedures cross lines of 
authority, jumping from one chain of command to another. Under these 
conditions, no one employee feels a personal responsibility to change the 
procedure. An additional reason is that the people who created the procedures 
are often supervisors who do not have to follow them; so they tend to forget 
about them, letting them go on and on—and on. 

The human problem with red tape is that it frustrates and irritates people and 
encourages worry and carelessness while they make their way through it. They 
do not like to do work that they think is useless. It challenges their human 
dignity and undermines their feeling that their work is worthwhile and neces- 
sary. In this way the apparently nonhuman activity called “procedure” can have 
a very definite effect on human behavior. Departments that are active in 
procedure creation, such as industrial engineering and accounting, need to give 
appropriate weight to the human dimensions of their procedures, because 
procedures that upset human relationships can do more harm than good. One 
sure way to raise the blood pressure of any group is to harness it with red tape. 


An example of procedural rigidity occurred in a government agency. Around mid- 
morning, it began to snow heavily in one community. As required by procedure, the 


Causes of alienation 


FIGURE 14-7 
Relationship of 
alienation and level 
of technology 
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office supervisor called the district headquarters and requested permission to close 
the office. The response was "No, it's not snowing here [200 miles away]." Two hours 
later, the district headquarters called the office supervisor with this message, "You 
can close your office now; it's snowing here." 


Alienation 

Alienation may result from poor design of sociotechnical systems. Since work 
systems usually are planned by someone other than the operators, often the 
operators do not understand why the system operates the way it does. In 
addition, division of labor lets each operator perform only a small portion of the 
total work to be done, so jobs begin to lose their social significance and appear 
meaningless. Workers no longer see where they fit in the scheme of things; no 
longer do they see the value of their efforts. When these feelings become 
substantial, an employee may develop alienation, which is a feeling of 
powerlessness, lack of meaning, loneliness, disorientation, and lack of attach- 
ment to the job, work group, or organization. When workers are performing an 
insignificant task, frustrated by red tape, isolated from communication with 
others, prevented from engaging in teamwork, and controlled by initiations of 
action from others, then alienation is bound to develop. 


There is evidence that alienation tends to be low in high-technology process indus- 
tries as compared with mechanized assembly-line operations. Using Woodward's 
classification, unit and process production tend to have low alienation, while mass 
production has high alienation.?* The relationship is curvilinear, as shown in Figure 
14-7. This relationship suggests that much of modern industry that is now in the 


High 
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mass-production stage will move toward less alienating conditions as technology 
advances. In this manner, advancing technology will be favorable to workers. 


The relationship of alienation to technology is only a general one. In some 
instances mass production may be welcomed by employees because it reduces 
their physical labor, improves working conditions, and provides them with new 
equipment. In other instances even professional workers may find satisfaction 
in formal work patterns. 


The relationship between organizational formalization (standard practices, job de- 
scriptions, and policies) and alienation was explored in a study of both professional 
and nonprofessional employees.25 Somewhat surprisingly, higher formalization ac- 
tually seemed to reduce alienation among the employees. Apparently, increased 
rules and procedures decreased role ambiguity and increased the employee's level 
of organizational commitment. The researchers concluded that the structured flow 
of work procedures may, under some conditions, decrease the likelihood of aliena- 
tion. 


When alienation threatens to become serious, management needs to take 
corrective action, but it should act carefully, since alienation has many causes. 


Effects of work systems 


The evidence is clear that work systems have a substantial effect on human 
behavior. They do this by: 


1 Determining who initiates action on whom, and some of the conditions in 
which the initiation occurs 

2 Influencing the degree to which the employees performing interdependent 
activities can work together as a team 

3 Affecting the communication patterns of employees 

4 Creating possibilities for unnecessary procedures, generally called red tape 
5 Providing tasks that seem insignificant and weak in power, thereby contrib- 
uting to alienation 


The general conclusion is that relationships among workers in a system can 
be just as important as relationships of the work in that system. In the design of 
any system it is folly to spend all one's time planning work relationships but 


ignoring worker relationships. 


SUMMARY 


Classical organizational structure is established by functional and scalar division 
of work, and it is communicated to participants by means of delegation. 
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Organization brings immense technical advantages, but there often are human 
costs. An example is specialization. Essentially, classical structure is strong in 
task support but weak in psychological support. Highly structured organiza- 
tions are known as bureaucracies. 

Organizational structure tends to exist in a contingency relationship with 
other variables, but certain general tendencies are evident. Generally, mecha- 
nistic organization is more appropriate for stable, mass-production environ- 
ments in which employees desire security. Organic organization is more 
appropriate in dynamic environments with unit or continuous production and 
flexible employees. Matrix organization is a useful way to adapt to dynamic 
environments, especially when large technical projects are involved. 

Technology is a powerful economic and social tool that can bring substantial 
benefits to society. Its effects are variable, but it tends to require higher worker 
skills, more white-collar work, and more multiprofessional employees. The 
result is a knowledge society. Labor unions generally accept technology as 
beneficial to society as a whole, but they want security provisions and retrain- 
ing programs to protect individuals dislocated by it. 

The flow of work especially affects people in organizations. It determines 
who initiates action on whom, influences the degree to which employees can 
work together as a team, affects communication patterns, creates possibilities of 
red tape, and may cause alienation. The conclusion is that the relationships of 
workers in a system can be just as important as the relationships of the work in 
that system. 


Sociotechnical systems 

Classical organization theory Multiprofessional employees 
Linking pin concept Knowledge society 
Acceptance theory of authority Technophobia 

Contingency organizational design Initiation of action 
Mechanistic and organic Employee territories 
puis Neighborhoods of offices 
Matrix organization Red tape 

Boundary roles Alienation 


Discussion P gucationa 
1 Discuss how the linking pin concept is seen as a way of building a unified 
team within a whole organization, 
2 Distinguish between a tall and a flat organizational structure. What advan- 


tages and disadvantages do each bring? Relate them to the span of manage- 
ment. 
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3 Discuss differences between mechanistic and organic patterns of organiza- 
tion. With what situations is each appropriate? 

4 Explain how matrix organization works. What are its strengths and weak- 
nesses? What situations are more appropriate for its use? 

5 Assume that you lose your job due to technological change five years from 
now. Describe your probable feelings. How would your feelings differ if the 
same thing happened again just five years before you reached retirement 
age? Discuss. 

6 Suppose you have an office with three secretaries who divide their time 
evenly between typing, filing, and staffing the receptionist desk. What are 
some of the ways that you could organize their work, and what would be the 
probable effects of each way? 

a If one of them typically is rude and unpleasant with other people, would 
that make a difference? Explain. 

b If one of them clearly is the best typist but typing is the least desirable 
job, would that make a difference? Explain. 

€ Suppose one of them has a 50 percent hearing loss that cannot be 
corrected. Would that make a difference? 

7 Think of a job about which you have some personal knowledge. How is the 
flow of work to and from the job organized? What are the probable effects of 
this work system? 

8 Did you experience any red tape in your registration for college? Discuss. 

9 What are some of the job-caused origins of employee alienation? Discuss 
some of the ways in which effective organizational behavior can reduce 
these causes. 

10 Discuss how a knowledge society may affect jobs: 
a In the next decade 
b In the next twenty-five years 


THE CENTRAL MOTOR POOL 
A sales company established a central motor pool for its sales representatives, 


after years of allowing each representative to have an automobile. The pool was 
established to achieve significant cost savings, because sales representatives 
spent about one-third of their time in the office and only two-thirds of their 


time visiting customers. 
On the basis of this information and your knowledge of human behavior, 


what would you predict regarding: 
1 Sales representatives' feelings about not having their own cars 
2 Competition over who would get which car to use 


3 Care with which they handled the cars 
4 Amount of time spent traveling under the new system 
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Because of difficulties with the pool, management finally decided that all 
sales representatives traveling over 1000 miles a month could have their own 
automobile. Then most of them started traveling that much even though there 
was no apparent need for many of them to do so. 


Questions 

1 Analyze and discuss the sociotechnical relationships in this situation. 

2 Determine the sales behavior desired of the representatives, and offer an automobile 
arrangement to obtain it. 


MECHANISTIC AND ORGANIC STRUCTURES 


1 Indicate your general preference for working in one of these two organizational 
structures by circling the appropriate response: 


Mechanistic 1 2 3 4 5 6 7 8 9 10 Organic 


2 Indicate your perception of the form of organization that is used in this class by 
circling the appropriate response for each item: 


A Task-role definition 


Rigid 1 2 3 4 5 6 7 8 9 10 Flexible 
B Communication 

Vertical 1 2 3 4 5 6 7 8 9 10 Multidirectional 
C Decision making 


Centralized 1 — 2 3 S AM 2 n. did 8 9 10 Decentralized 


D Sensitivity to the environment 
Closed 1 2 3 4 5 6 7 8 9 10 Open 


3 Meet in groups of four to six persons. Share your data from parts 1 and 2. Discuss the 
reasons for your responses, and analyze the factors that probably encouraged your 
instructor to choose the type of structure that now exists. 
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y era rint nt he in to 
tory of a large manufacturing company, he was assigned the task of 
supervising four laboratory technicians who checked production samples. In some 
ways he did supervise them. In other ways he was restricted by the group itself, 
which was quite frustrating to Bill. He soon found that each technician protected the 
others so that it was difficult to fix responsibility for sloppy work. The group 
appeared to restrict its work in such a way that about the same number of tests were 
made every day regardless of his urging to speed up the work. Although Bill was the 

, he observed that many times his technicians, instead of 
coming to him, took problems to an older technician across the aisle in another 
section. 

Bill also observed that three of his technicians often had lunch together in the 
cafeteria, but the fourth technician usually ate with friends in an adjoining labora- 
tory. Bill usually ate with other laboratory supervisors, and he learned much about 
company events during these lunches. He soon began to realize that these situations 
were evidence of an informal organization and that he had to work with it as well as 
with the formal organization. 


Beneath the cloak of formal relationships in every organization there is a 
more complex system of social relationships consisting of many informal organi- 
zations. They are related to the socialization of employees, which was discussed 
in an earlier chapter.? Although there are many different informal groups, not 
one, we refer to them collectively as the informal organization. It is a powerful 
influence on productivity and job satisfaction. Both the formal and the informal 
systems are necessary for group activity, just as two blades are essential for a 
pair of scissors. This chapter presents a general overview of informal organiza- 
tions at work, including their communication system, popularly called the 
grapevine. 


THE NATURE OF INFORMAL 
ORGANIZATION 


Informal organization compared 
with the formal 


Widespread interest in informal organization developed as a result of the 
Western Electric studies in the 1930s, which concluded that it was an impor- 
tant part of the total work situation. These studies showed that informal 
organization is a network of personal and social relations not established or 
required by the formal organization but arising spontaneously as people associ- 
ate with one another. The emphasis within informal organization is on people 
and their relationships, while formal organization emphasizes official positions 
in terms of authority and responsibility. Informal power, therefore, attaches to 
a person, while formal authority attaches to a position and a person has it only 
when occupying that position. Informal power is personal, but formal authority 
is institutional. These differences are summarized in Figure 15-1. 


FIGURE 15-1 
Differences between 
formal and informal 
organizations 


Informal power 


Secondary role 
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FORMAL ORGANIZATION BASIS OF COMPARISON INFORMAL ORGANIZATION 
Official General nature Unofficial 

Authority & responsibility Major concepts Power and politics 

Position Primary focus Person 

Delegated by management Source of leader power Given by group 

Rules Guidelines for behavior Norms 

Rewards and penalties Sources of control Sanctions 


Power in informal organization is given by group members, rather than 

delegated by managers; therefore, it does not follow the official chain of 
command. It is more likely to come from peers than from superiors in the 
formal hierarchy; and it may cut across organizational lines into other depart- 
ments. It is usually more unstable than formal authority, since it is subject to 
the sentiments of people. Because of its subjective nature, informal organiza- 
tion cannot be controlled by management in the way that formal organization 
is. 
A manager typically holds some informal (personal) power along with formal 
(positional) power, but usually a manager does not have more informal power 
than anyone else in the group. This means that the manager and the informal 
leader usually are two different persons in work groups. 

As a result of differences between formal and informal sources of power, 
formal organizations may grow to immense size, but informal organizations (at 
least the closely knit ones) tend to remain smaller in order to keep within the 
limits of personal relationships. The result is that a large organization tends to 
have hundreds of informal organizations operating throughout it. Some of them 
are wholly within the institution; others are partially external to it. Because of 
their naturally small size and instability, informal organizations are not a 
suitable substitute for the large formal aggregates of people and resources that 
are needed for modern institutions. 

Workers usually recognize the different roles played by formal and informal 
organizations, including the more secondary role normally played by the infor- 
mal. One study of workers reported that, although workers and managers saw 
the informal organization as influential and beneficial, they viewed the formal 
organization as more influential and beneficial.? 


How does the informal organization emerge? 


The contingency organization model discussed in Chapter 14 produces a struc- 
ture that is designed by management to be consistent with its environment, 
technology, and strategy. This structure, with its rules, procedures, and job 
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descriptions, creates a set of prescriptions for employees to follow. Individuals 
and groups are expected to behave in certain ways. If they perform their tasks as 
prescribed, the organization is efficient. This may not happen as much as 
managers would like, however, for the following reason. 

The informal organization emerges from within the formal structure as 
predictably as flowers growing in the spring. The result is different from what 
managers may have expected in at least three ways.* First, employees act 
differently than required. They may work faster or slower than predicted, or 
they may gradually modify a work procedure based on their experience and 
insight. Second, employees often interact with different people, or with differ- 
ent frequencies, than their jobs require. Georgia may seek advice from Melissa 
instead of Todd, and Candy may spend more time helping John than Steve. 
Third, workers may embrace a different set of attitudes, beliefs, and sentiments 
than the organization expects of them. Instead of all being loyal, committed, 
and enthusiastic about their work, some employees may become disenchanted, 
while others are openly alienated. The lesson for managers is painfully ob- 
vious—they must be aware of the informal activities, interactions, and senti- 
ments of employees in addition to the required ones. 


Member status and informal leaders 


Among the members of the marketing department in one firm there were remark- 
able, but somewhat typical, differences. Their ages ranged from 30 to 72; their 
seniority in the organization varied from newly hired to 39 years; and the highest- 
paid member earned about 80 percent more than the lowest-paid individual. Some 
of the group had grown up in the local area, while others had moved across the 
United States to accept their jobs. Also, their offices differed in many dimensions 
such as size, availability of natural lighting, and proximity to noise. 


Members of work groups like this have identifiable characteristics that dis- 
tinguish them from each other and give rise to status differences. As seen in the 
example, some of the ways in which they differ are age, seniority, earnings, 
birthplace, and nature of their workplace. Other factors, such as technical 
competence, freedom to move around the work area, and personality are also 
recognizable. Each of these elements can provide status to its holder, largely 
based on what the group members value. The causes of informal status are 
nearly numberless. 

The employee with the largest amount of status in the informal organization 
usually becomes its informal leader. This person emerges from within the 
group, often acquiring considerable informal power. Informal leaders may help 
socialize new members into the organization, and they may be called upon by 
the group to perform the more complex tasks. A young neurosurgeon, for 
example, related how the group's senior partner would often stop by the 
operating room during a particularly delicate operation to assist briefly in the 
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removal of a brain tumor, and then quietly move on when help was no longer 
needed. 

In return for their services, informal leaders usually enjoy certain rewards 
and privileges. Perhaps the informal leader is permitted by coworkers to 
choose a vacation time first, or the leader might be spared from a messy 
cleanup chore. A predictable reward is the high esteem in which the informal 
leader is held, and this is significant enough to balance the responsibilities the 
person shoulders. 

Informal groups overlap to the extent that one person may be a member of 
several different groups, which means that there is not just one leader but 
several of varying importance. The group may look to one employee on matters 
pertaining to wages and to another to lead recreational plans. In this way 
several people in a department may be informal leaders of some type. There 
might be an experienced person who is looked upon as the expert on job 
problems, a listener who serves as counselor, and a communicator who is 
depended upon to convey key problems to the managers.5 

Although several persons in a group may be informal leaders of various types, 
there is usually one primary leader who has more influence than others. Each 
manager needs to learn who the key informal leader is in any group and to work 
with that leader to encourage behavior that furthers rather than hinders organi- 
zational objectives. When an informal leader is working against an employer, 
the leader's widespread influence can undermine motivation and job satisfac- 
tion. 

The informal organization is a desirable source of potential formal leaders, 
but it should be remembered that an informal leader does not always make the 
best formal manager. History is filled with examples of successful informal 
leaders who became arrogant bosses once they received formal authority. Some 
informal leaders fail as formal ones because they fear official responsibility— 
something they do not have as informal leaders. They often criticize manage- 
ment for lacking initiative or for not daring to be different, but when they take a 
management job, they become even more conservative because they are afraid 
to make a mistake. Other informal leaders fail because their area of official 
management authority is broader and more complex than the tiny area in which 
they had informal power. The fact that Joe is the leader in departmental social 
activities does not mean that he will be successful as the departmental man- 


ager. 


relsome," but not as being "sensible." It appears that candidates for informal 
leadership require many of the same skills as formal leaders, but their other 
characteristics may later impair their effectiveness as formal leaders. 


FIGURE 15-2 
Potential benefits 
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BENEFITS PROBLEMS 

o Makes a more effective total system. o Develops undesirable rumor. 

o Lightens work load on management. o Encourages negative attitudes. 

o Helps get the work done. o Resists change. 

o Tends to encourage cooperation. o Leads to interpersonal and intergroup 


o Fills in gaps in a manager's abilities. 
o Gives satisfaction and stability to work o Rejects and harasses some employees. 


groups. 5 Weakens motivation and satisfaction. 
o Improves communication. o Operates outside of management's 
control, 


o Provides a safety valve for employee 
emotions. o Supports conformity. 


o Encourages managers to plan and act o Develops role conflicts. 
more carefully, 


ee 


Benefits of informal organizations 


Although informal systems may lead to several problems, they also bring a 
number of benefits to both employers and employees, as shown in Figure 15-2. 
Most important is that they blend with formal systems to make an effective total 
system.” Formal plans and policies cannot meet every problem in a dynamic 
situation because they are preestablished and partly inflexible. Some require- 
ments can be met better by informal relations, which can be flexible and 
spontaneous. 

Another benefit of informal organization is to lighten the work load on 
management, When managers know that the informal organization is working 
with them, they feel less compelled to check on the workers to be sure 
everything is shipshape. Managers are encouraged to delegate and decentralize 
because they are confident that employees will be cooperative. In general, 
informal group support of a manager probably leads to better cooperation and 
productivity. It helps get the work done. 

Informal organization also may act to fill in gaps in a manager's abilities. Ifa 
manager is weak in planning, an employee informally may help with planning. 
In this way, planning is accomplished in spite of the manager's weakness. 

A significant benefit of informal organization is that it gives satisfaction and 
stability to work groups. It is the means by which workers feel a sense of 
belonging and security. It gives workers a feeling that they have something 
worth remaining with, so satisfaction is increased and turnover reduced. 


structure she is only one of a thousand clerks. She may not look forward to posting 
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750 accounts daily, but the informal group can give more meaning to her day. When 
she can think of meeting her friends, sharing their interests, and eating with them, 
her day takes on a new dimension that makes easier any difficulty or tedious routine 
in her work. Of course, these conditions can apply in reverse: the group may not 
accept her, thereby making her work more disagreeable and driving her to a 
transfer, absenteeism, or a resignation. 


An additional benefit is that informal organization can be a useful channel of 
employee communication. It provides the means for people to keep in touch, to 
learn more about their work, and to understand what is happening in their 
environment. 

Another benefit, often overlooked, is that the informal organization is a safety 
valve for employee frustrations and other emotional problems. Employees may 
relieve emotional pressures by discussing them with someone else in an open 
and friendly way, and one's associates in the informal group provide this type of 
environment. 


Consider the case of Max Schultz, who became frustrated and angry with his 
supervisor, Frieda Schneider. He felt like striking her, but in a civilized organiza- 
tion that was not appropriate behavior. He wanted to tell her what he thought of 
her, using uncomplimentary words, but he might have been disciplined for that. His 
next alternative was to have lunch with a close friend, and to share with his friend 
exactly how he felt. Having vented his feelings, he was able to return to work and 
interact with Schneider in a more relaxed way. 


A benefit of informal organization that is seldom recognized is that its 
presence encourages managers to plan and act more carefully than they would 
otherwise. Managers who understand its power know that it is a check and 
balance on their unlimited use of authority. They introduce changes into their 
groups only after careful planning because they know that informal groups can 
undermine even a worthwhile project. They want their projects to succeed 
because they will have to answer to formal authority if they fail. 

The benefits of informal organization are more likely to appear if the group is 
cohesive and its members have favorable attitudes toward the firm.® Co- 
hesiveness is indicated by how strongly the employees stick together, rely on 
each other, and desire to remain members. Productivity among members of 
cohesive groups is often quite uniform, and turnover low. 


Problems associated with informal organizations 


Many of the benefits of informal systems can be reversed to show potential 
problems that may develop. In other words, informal systems can help and 
harm an activity at the same time. For example, while useful information is 
being spread by one part of the system, another part may be communicating a 
malicious rumor. An informal system also can change its mood in a positive or 
negative way. A work group, for example, may welcome and nurture a new 
employee or reject the employee, causing an unhappy employee and a resigna- 
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tion.? Both positive and negative effects exist side by side in most informal 
systems. 

One major problem with informal organizations is resistance to change. 
There is a tendency for a group to become overly protective of its way of life and 
to stand like a rock in the face of change. What has been good is believed to be 
good enough for the future. If, for example, job A has always had more status 
than job B, it must continue to have more status and more pay, even though 
conditions have changed to make job A less difficult. If restriction of productiv- 
ity was necessary in the past with an autocratic management, it is necessary 
now, even though management is participative. Although informal organiza- 
tions are bound by no chart on the wall, they are bound by convention, custom, 
and culture. 

A related problem is that the informal organization can be a significant cause 
of employee conformity. The informal side of organizations is so much a part of 
the everyday life of workers that they hardly realize it is there, so they usually 
are unaware of the powerful pressures it applies to persuade them to conform to 
its way of life. The closer they are attached to it, the stronger its influence is. 

Conformity is encouraged by norms, which are informal group requirements 
for the behavior of members.!? These norms may be strong or weak, depending 
on the importance of the behavior to the group. Groups rigidly expect their 
members to follow strong norms, while individuals may choose to accept or 
reject weak ones. Research studies show that groups have norms for both their 
task responsibilities and personal relationships at work.!! They also generate 
norms for their superior and subordinates, as well as their peers. 

The group whose norms a person accepts is a reference group. Employees 
may have more than one reference group, such as the engineering manager 
who identifies with the engineering profession and its standards, plus one or 
more management groups. A reference group often uses rewards and penalties, 
called sanctions, to persuade its members to conform to its norms. The com- 
bination of informal norms with their related sanctions consistently guides 
opinion and applies power to reduce any behavior that tends to vary from group 
pow Nonconformers may be pressured and harassed until they capitulate or 

ve. 


Examples of harassment are interference with work (such as hiding one of the 
offender's tools), ridicule, interference outside of work (such as letting the air out of 
the offender's automobile tires), and isolation from the group. In Britain it is said 
that a person isolated from the group is "being sent to Coventry.”!? In these 
instances the group refuses to talk with the offender for days or even weeks, and 
group members may even refuse to use any tool or machine the offender has used. 
Actions of this type can drive a worker from a job. 


Another problem that may develop is role conflict. Workers want to meet the 
requirements of both their group and their employer, but frequently these 
requirements are in conflict. What is good for the employees is not always 
for the organization. Coffee breaks may be desirable, but if employees spend an 
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extra fifteen minutes socializing in the morning and afternoon, productivity 
may be reduced to the disadvantage of both the employer and consumers. 
Much of this role conflict can be avoided by carefully cultivating mutual 
interests with informal groups. The more the interests of formal and informal 
groups can be integrated, the more productivity and satisfaction can be ex- 
pected. However, there always will be some differences between formal and 
informal organizations. This is not an area where perfect harmony exists. 

A major difficulty with any informal organization is that it is not subject to 
management's direct control. The "authority" that it depends on is the social 
system rather than management. All that management can do is influence it 
here and there. 

Informal organizations also develop interpersonal and intergroup conflicts 
that can be damaging to their organization. When employees give more of their 
thoughts and energies to opposing each other, they are likely to give less to 
their employer. Conflicts and self-interests can become so strong in informal 
organizations that they reduce both motivation and satisfaction. The result is 
less productivity, which harms both the employer and employees. No one 


gains. 


Charting the informal organization 


One way to gain a better understanding of an informal system is to prepare a 
chart of it. A diagram of the feelings of group members toward each other is 
called a sociogram. This study and measurement of feelings of group members 
toward one another was pioneered by J. L. Moreno in the 1930s and is called 
sociometry. Moreno classified feelings as attraction, repulsion, and indif- 
ference. To learn these feelings in a work group, he asked members to rank 
their choices of people with whom they would like to work or not to work. The 
person receiving the most positive votes is the star, or sociometric leader. If the 
ranking focused on task relationships, the person selected may be the informal 
leader who can motivate the group to action. Alternatively, if the ranking 
probed the group's interpersonal feelings, the star may simply be the person 
liked the most. This employee may not have the skills to lead the group toward 
its work goals, but may be essential to building an atmosphere of cooperation 
and trust. 

Another charting approach is to diagram the actual informal interactions of 
people, such as with whom an individual spends the most time and with whom 
one communicates informally. Charts of these relationships are called informal 
organization charts, or grapevine charts. 13 These charts may be superimposed 
on the formal organization chart in order to show variations between the two. 
This type of chart is illustrated by Figure 15-3. Superimposed on the formal 
chart are lines showing the patterns of communication that developed from an 
event known to the managers in positions 27 and 234. Most of these commu- 
nications were outside formal chains of command, illustrating how the informal 
system is not bound by the official organizational structure. Discussion of 
informal communication continues in the next section. 


370 PART 4 Organizational environment 


FIGURE 15-3 


Patterns of 
communication about 
an event known to 
managers in The grapevine is the communication system of informal organization. It coexists 
positions 27 and 234 with management's formal communication system. The term “grapevine” arose 
in a manufacturing during the War Between the States. Intelligence telegraph lines were strung 
company loosely from tree to tree in the manner of a grapevine, and wild grapevines 
grew over the lines in some areas. Since messages from the lines often were 
incorrect or confusing, any rumor was said to be from the grapevine. Today the 
term applies to all informal communication, including company information 
that is communicated informally between employees and people in the commu- 
nity. 


INFORMAL COMMUNICATION 
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Although grapevine information tends to be sent orally, it may be written. 
Handwritten or typed notes sometimes are used, but in the modern electronic 
office these messages typically are flashed on computer screens, creating the 
new era of the electronic grapevine.'4 This system can speed the transmission 
of more units of information within a very short time. It won't replace the face- 
to-face grapevine, however, for two reasons. For one, not every employee has 
access to a network of personal computers at work. The other reason is that 
many workers enjoy the more personal social interaction gained through the 
traditional grapevine. 


Figure 15-4 is a copy of a grapevine communication sent by teletypewriter between 
company branches in two cities. During a period of months two employees had 
developed an active interest in operations in each other's branch. Though they never 
heard each other's voice, they frequently "talked" by teletype when the leased 
system was not in use. Observe that they were talking about their employer, and 
some of what they learned undoubtedly was passed along on the local grapevine. 


Since the grapevine arises from social interaction, it is as fickle, dynamic, and 
varied as people are. It is the expression of their natural motivation to commu- 
nicate. It is the exercise of their freedom of speech and is a natural, normal 
activity. In fact, only employees who are totally disinterested in their work do 
not engage in shoptalk about it. 


Employee interest in associates is illustrated by the experience of one company. The 
wife of a plant supervisor had a baby at 11 P.M., and a plant survey the next day at 2 
p.m. showed that 46 percent of the management personnel knew of it through the 


grapevine.!5 


In a sense, the grapevine is a human birthright, because whenever people 
congregate into groups, the grapevine is sure to develop. It may use smoke 
signals, jungle tom-toms, taps on the prison wall, ordinary conversation, or 
some other method, but it will always be there. Organizations cannot "fire" the 
grapevine because they did not hire it. It is simply there. 


How accurate is the grapevine? ' 


If we count the units of information in Figure 15-4 and then verify which are 
true and which are false, we will find that most of them are true. This is the way 
research on grapevine accuracy is done, and it shows that in normal work 
situations well over three-fourths of grapevine information is accurate. !6 People 
tend to think the grapevine is less accurate than it is because its errors are more 
dramatic and consequently more impressed on memory than its day-by-day 
routine accuracy. Moreover, one inaccurate part may make a whole story 
inaccurate. 


On one grapevine, for example, a story about a welder marrying the general 
managers daughter was true with regard to his getting married, the date, the 


IS JOE* THERE GA! 

YES 

PUT HIM ON TELEX PLS? GA 
THIS JOE 


THIS SUE AND | AM A LITTLE CURIOUS ABOUT UR? TELEX YESTERDAY COAST 
CLEAR NOW SO WHAT DO THEY ASK YOU GA 


THE FIRST STUPID QUESTION WAS THEY WANTED TO KNOW WHAT HAPPENED TO 
CERTAIN ITEMS THAT WERE ON THE INVENTORY ONE MONTH AND NOT ON THE NEXT 
MONTH =| TOLD THEM IT WAS ONLY LOGICAL TO ASSUME THEY WERE SOLD SO 
THEY ASKED TO WHOM TOLD THEM TO LOOK IT UP ON THEIR COPIES OF THE 

DR'S* GA 


UR ANSWER WAS PRETTY GOOD — UR RIGHT THINGS LIKE THAT COME UP ALL THE 
TIME BUT UNFORTUNATELY | HAVE TO FIGURE OUT MOSTLY FROM HERE WHAT ELSE 
JOE GA 


THEY SAID MY INVENTORY WAS SHORT 25 TONS AND WANTED TO KNOW WHY | 
ASKED THEM FOR THE FIGURES THEY USED AND | CHECKED IT OUT ONLY TO FIND 
THEY CANT EVEN COPY THE RIGHT FIGURES DOWN GA 


WELL SOMETIMES | GUESS THEY MAKE BOBOS* LIKE THAT BUT UR LUCKY ONLY 
BEING OFF 25 TONS WE WERE OFF 400 TONS AND IT TOOK ME AWHILE TO FIND 
IT WHAT ELSE 


THIS IS PROBABLY THE FUNNIEST — | PAY THE LOCAL PAPER HERE EVERY MONTH 
FOR ADVERTISING AND WHEN OUR STATEMENTS COME HERE FROM CHICAGO THEY 
NEVER HAVE ANYTHING CHARGED TO ADVERTISING WHICH AMOUNTS TO A FEW 
THOUSAND A YEAR | ASKED ABOUT IT AND THEY WERE SURPRISED | GUESS 
THEY DONT LOOK AT THE COPIES OF THE CHECKS THAT | MAKE OUT GA 


WELL THEY SURE LOOK AT OURS BECAUSE THEY CONSTANTLY ASK US WHY AND TO 
WHOM AND WHAT FOR WE PAID THIS AND THAT THE ONLY ONE WHO KNOWS ABOUT 
CHECK COPIES IS MAX SMITH AND | THINK HE KEEPS GOOD TRACK OF IT BUT U* 

ARE RIGHT THAT IS FUNNY OH GOOD GA 


ANYWAY | REMEMBER GEORGE TELLING ME ABOUT UR PROBLEM AND | JUST WANTED 
TO LET U KNOW U WERE NOT THE ONLY ONES THAT KEEP IN DAILY COMMUNICATION 
WITH CHICAGO GA 


I THINK IT WAS VERY NICE OF U AND AS FAR AS | CAN SEE | HAVE IT WORSE 
THAN U SO MY COMPLIMENTS TO YOU AND THANKS AGAIN FOR UR CONCERN GA 


THATS ABOUT ALL FROM HERE GA 
FIGURE 15-4 OK JOE BIBI? 
Actual transcript of a Key: *All names are disguised. 
teletypewriter 1Go ahead. 
grapevine over a ?Please. 
company private - J"Your"' or “you are," depending on the sentence 
^Delivery receipts. 
wire between two Eire "ooo DeC" 
warehouse clerks in P bebe : 
separate cities 7Bye bye. 


———————— ——— —P—— — 
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location, and other details. The one wrong detail in this 90 percent accurate story 
was that the woman was not the general manager's daughter but happened to have 
the same last name. This one wrong point made the whole communication wrong in 
general meaning even though it was 90 percent accurate in detail. 


It also is true that grapevine information usually is incomplete, so it may be 
seriously misinterpreted even though the details it does carry are accurate. 
That is, even though the grapevine tends to carry the truth, it rarely carries the 
whole truth. These cumulative inadequacies of the grapevine mean that in total 
it tends to produce more misunderstanding than its small percentage of wrong 
information suggests. 


The grapevine pattern 


Managers occasionally get the impression that the grapevine operates like a 
long chain in which A tells B, who tells C, who then tells D, and so on, until 
twenty persons later, Y gets the information—very late and very incorrect. 
Sometimes the grapevine may operate this way, but it generally follows a 
different pattern, as shown in Figure 15-5. Employee A tells three or four 
others (such as B, J, and F). Only one or two of these receivers will pass the 
information forward, and they usually will tell more than one person. Then as 
the information becomes older and the proportion of those knowing it gets 
larger, it gradually dies out because not all those who receive it repeat it. This 


(Each tells 
one other.) 


Gossip Probability Cluster 
e tells all.) (Each (Some tell 
-— randomly selected others; 


tells others.) most typical.) 
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network is a cluster chain, because each link in the chain tends to inform a 
cluster of other people instead of only one person. Other types of chains also 
are shown in the figure, but they are used less. 

If we accept the idea that this cluster chain is predominant, it is reasonable to 
conclude that only a few people are active communicators on the grapevine for 
any specific unit of information. If, for example, eighty-seven clerks in an office 
know that Mabel was married secretly on Saturday, probably the word was 
spread to these eighty-seven by only ten or fifteen clerks, The remainder 
received the information, but did not spread it. These people who keep the 
grapevine active are called liaison individuals. 


For example, in one company when a quality-control problem occurred, 68 percent 
of the executives knew about it, but only 20 percent of them spread the information. 
In another case, when a manager planned to resign, 81 percent of the executives 
knew about it, but only 11 percent passed the news on to others. 


Grapevine causes 


The grapevine is more a product of the situation than it is of the person. This 
means that given the proper situation and motivation, any of us tends to 
become active on the grapevine. Some of the situations that encourage people 
to be active are listed in Figure 15-6. 

One cause is that any group tends to be more active on the grapevine during 
periods of excitement and insecurity. Examples are a layoff, an unfriendly 
takeover attempt, or the installation of a new computer in the office. At times 
like this, the grapevine is humming with activity, which means that managers 
need to watch it with extra care and "feed" it true information to keep it from 
getting out of hand. 

People also are active on the grapevine when their friends and work associ- 
ates are involved. This means that if Mary is to be promoted or Jack fired, 
employees need to know the full story as soon as possible. If they are not 
informed, they will fill in the gaps with their own conclusions; that is, people fill 
in missing signals according to their own perceptions. 

People also are most active on the grapevine when they have news, à$ 
distinguished from stale information. The greatest spread of information hap- 
pens immediately after it is known; so it is important to get out the right story in 
the beginning. 


o Excitement and insecurity D Work that allows conversation 
© Involvement of friends and associates © Job that provides information desired by 
© Recent information others 
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The grapevine exists largely by word of mouth and by observation; so 
procedures that regularly bring people into contact will encourage them to be 
active on the grapevine. 


For example, in one company the chief link between two offices was the manager's 
secretary, who stopped by the other office right after lunch every day to pick up 
reports. In another office the link was an accounting clerk who every morning 


telephoned 300 yards across the company property to secure some cost data. In a 
similar manner employees having nearby desks are likely to communicate more than 
two employees in separate buildings. 


The foregoing examples show that the type of job possessed by an employee 
has an important influence on that person's role on the grapevine. Some jobs 
give employees more opportunity to communicate than others, and some jobs 
provide employees with more news that might be worth communicating. The 
result is that certain employees are more active on the grapevine, not because 
of personality but because of their jobs in the organization. Their jobs give 
them a strong basis for being key people on the grapevine network. For 
example, one study showed that secretaries to managers were four times more 
likely to be key grapevine communicators, compared with other employees. 17 

Although type of job is an important grapevine influence, some employees 
are more active for personality reasons. Perhaps they like to talk about people, 
have a strong interest in what is happening in their organization, or have special 
communication abilities. However, there does not appear to be any sex dif- 
ference in grapevine activity. Both women and men are equally active on the 


grapevine. 


Features of the grapevine 


The grapevine gives managers much feedback about employees and their jobs. 
It also helps interpret management to the workers. It especially helps translate 
management's formal orders into employee language, in this way helping to 
make up for management failures in communication. 

In several instances the grapevine carries information that the formal system 
does not wish to carry and purposely leaves unsaid. For example, a supervisor 
who is in a bad mood because of personal or job problems usually cannot 
announce this fact officially to employees. The better approach is to “put it on 
the grapevine” so that employees are forewarned informally not to make 
requests that can be delayed. How often it is said, "Don't talk to the manager 
about a raise today.” 

Another grapevine feature is its fast pace. Being flexible and personal, it 
spreads information faster than most management communication systems. 
With the rapidity of a burning powder train, the grapevine filters out of the 
woodwork, past the manager's office, through the locker rooms, and along the 
corridors. Its speed makes it quite difficult for management to stop undesirable 
rumors or to release significant news in time to prevent rumor formation. 
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One company, when it signed its labor contract at 11 P.M., had to keep its publication 
staff busy all night in order to have a suitable bulletin ready for supervisors and 
employees when they came to work the next morning. This was the only way that it 
could match the grapevine's speed. 


One study showed the speed of the grapevine in government. The study covered 
Canadian government who had been transferred, and 32 percent re- 
ported that they first heard of their transfer on the grapevine.!* 


Another grapevine feature is its unusual ability to penetrate even the tightest 
company security screen because of its capacity to cut across organizational 
lines and deal directly with the people who know. The grapevine is well known 
as a source of confidential information. 

All evidence shows that the grapevine is influential, both favorably and 
unfavorably. The grapevine accomplishes so much positively and so much 
negatively that it is difficult to determine whether its net effects are positive or ` 
negative. Undoubtedly its effects vary among work groups and organizations. 
Research with managers and white-collar employees reported that 53 percent 
of them viewed the grapevine as a negative factor in the organization. Only 27 
percent viewed it as a positive factor, and 20 percent considered it as neutral. 9 


Management response to grapevines 


Regardless of the grapevine’s net effects, it cannot be done away with, so the 
organization needs to adjust to it. Managers are coming to realize that they 
need to learn who its leaders are, how it operates, and what information it 
carries. Though they used to ignore it, they now listen to it and study it. Many 
managers also try to influence the grapevine in various ways. Their objective is 
to reduce negative effects and increase positive effects. They try to reduce 
anxiety, conflict, and misunderstanding so that the grapevine will have less 
cause to spread negative information. 

A positive approach taken by some managers is to leak useful information to 
the grapevine so that it will have more accurate information.?? Some managers 
are even observant enough to identify the networks that their employees 
belong to (as discussed in Chapter 4). By knowing their employees' internal 
external contacts, they can use the grapevine to the company's advantage by 
sharing selected information with key people. Those managers who still prefer 
to ignore the grapevine, letting it go its separate way, overlook the important 
role it plays in organizations. 


The major problem with the grapevine—and the one that gives the grapevine 
its poor reputation—is rumor. The word “rumor” sometimes is used as à 
synonym for the whole grapevine, but technically there is an important dif- 
ference between the two terms. Rumor is grapevine information that is com- 
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municated without secure standards of evidence being present. It is the 
unverified and untrue part of the grapevine. It could by chance be correct, but 
generally it is incorrect; so it is presumed to be undesirable. It has been a 
problem since the beginning of human history, as illustrated by Figure 15-7, an 
operatic aria of the early 1800s about rumor. 

Rumor is primarily a result of both interest and ambiguity in a situation.?! If a 
subject is unimportant or has no interest to a person, then that person has no 
cause to pass along a rumor about it. For example, the authors of this book have 
never rumored about the coconut output on the island of Martinique for the 
preceding year. Similarly, if there is no ambiguity in a situation, a person has 
no cause for rumor because the correct facts are known. This means that both 
interest and ambiguity normally must be present both to begin and to maintain 
a rumor. 


An example of these two factors in action occurred in the financial community. The 
rumor flew around the country that "the roof caved in on Bank X." The origin of the 


“Don Basilio's Slander Aria" from The Barber of Seville 
English translation by Boris Goldovsky 


Start a rumor, a mere invention, 

Any story you'd care to mention. 
Start it circulating lightly, 

Oh so gently, oh so slightly. 

Very soon it gets around all by itself. 


Did you hear it? Most appalling. . . . Just imagine! Quite enthralling. . . . 
Once it's born each idle rumor just keeps growing like a tumor, 

.No one knows where it has started, but he's anxious to repeat, to impart it. 
And with every repetition it receives a fresh addition. 

Is it fact or is it fiction? No one knows and no one cares. 


There is no one to deny it; no one bothers to defy it, 

Soon it blossoms like a flower, and begins to gain in power. 

Now the tempest from the distance nearer grows with more insistence, 
Rumbling louder, ever louder, till the storm is at its worst. 


Like a sudden flash of lightning, now the skies are rent asunder, 
With an awful roar of thunder, and the rumor grows and fattens 
Without reason, without rhyme. 

There's no formal accusation, just a whispered intimation. 

But the people are convinced that he's committed every crime. 
He can give no explanation for his ruined reputation, 

But the world has been aroused and will convict him every time. 


———————7S 
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FIGURE 15-58 
Guides for control of 
rumor 
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rumor, of course, was an ambiguous situation with different meanings. There were 
water leaks in the ceiling of the bank's building and this, coupled with the interest of 
both employees and financial analysts, was translated into a rumor of financial 
problems at the bank. Once the ambiguity was clarified, the rumor disappeared. 


Since rumor largely depends on the interest and ambiguity that each person 
has, it tends to change as it passes from person to person. Its general theme 
usually can be maintained, but not its details. It is subject to filtering by which 
it is reduced to a few basic details that can be remembered and passed on to 
others. Generally people choose details in the rumor to fit their own interests 
and view of the world. 

People also add new details, often making the story worse, in order to 
include their own strong feelings and reasoning; this is elaborating. 


For example, Marlo Green, a factory worker, heard a rumor that an employee in 
another department had been injured. When she passed the rumor to someone else, 
she elaborated by saying that the injury probably was caused by the supervisor's 
poor machine maintenance. Apparently she made this elaboration because she did 
not like the supervisor, so she felt that if someone was injured, it must have been the 
supervisor's fault. 


Control of rumor 


Since rumor generally is incorrect, a major outbreak of it can be a devastating 
epidemic that sweeps through an organization as fast as a summer storm—and 
usually with as much damage. Rumor should be dealt with firmly and consis- 
tently, but how and what to attack must be known. It is a serious mistake to 
strike at the whole grapevine merely because it happens to be the agent that 
carries rumor; that approach would be as unwise as throwing away a typewriter 
because of a few misspelled words. Several ways to control rumor are summa- 
rized in Figure 15-8 and discussed in the following paragraphs. 


REDUCTION OF CAUSES The best way to control rumor is to get at its causes, 
rather than trying to stop it after it already has started. Getting at causes is à 
wise use of the preventive approach, instead of a tardy corrective approach. 
When people feel reasonably secure, understand the things that matter to 


o Remove its causes in order to prevent it. o Provide facts from reliable sources. 
o Apply efforts primarily to serious rumors. o Refrain from repeating rumor while 


o Refute rumor with facts. refuting it. we 
Encourage assistance of informal 

etico 9 V day ae r 

" confirmed in writing if necessary. o Listen to all rumor in order to understand 
what it may mean. 
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them, and feel part of the team, there are few rumors, because there is very 
little ambiguity in the situation. But when people are emotionally upset or 
inadequately informed about their environment, they are likely to be rumor- 
mongers. This is a normal defensive reaction by which they attempt to make 
their situation more meaningful and secure. 

In spite of all that can be done, rumors do start. Then what? In general, not 
all rumors should be fought, for that would be a needless waste of organiza- 
tional time. Most rumors are relatively harmless and soon die out. On the other 
hand, some rumors tend to be harmful. For example, when a rumor of a layoff 
developed in a factory, the amount of products coming off the end of the 
assembly line decreased a few percentage points. People appeared to be 
working just as hard, but the flow of products declined. In situations such as 
this, the rumor may be serious enough to require management action to try to 
stop it. 


USE OF FACTS The best way to stop or weaken rumor is to release the facts. 
Ambiguity is reduced, so there is less reason for rumor, and the truth tends to 
prevail. Serious rumors should be attacked as early as possible because once 
the general theme of a rumor is known and accepted, employees distort future 
happenings to conform to the rumor. Thus, if employees accept the rumor that 
there are plans to move the firm s offices to a new building, every minor change 
thereafter will be interpreted as a confirmation of that rumor (even, for exam- 
ple, when an electrician comes to repair an electric outlet). If the rumor were 
dead, this same change could be made without any employee upset at all. 

Usually, a face-to-face supply of facts is the most effective way, because it 
helps answer the ambiguities in each individual's mind and is preferred by 
people when they are uncertain and under stress. However, the facts should be 
given directly without first mentioning the rumor, because when a rumor is 
repeated at this time, some people will hear it instead of the refutation. They 
then assume you have confirmed the rumor! Here is an example of a suitable 
approach: 
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through the shop that John had cut his fingers. The farther from John's department 
the story traveled, the more gruesome were his injuries, until finally the story had 
him losing his left hand. Alert supervisors soon observed the effect of this rumor on 
morale and investigated the facts. Management then announced over the public 
address system that the most serious injury treated that morning was two cut fingers 
of a machine operator who received treatment and returned to his job in Depart- 
ment 37. No mention was made of the rumor, but this announcement brought the 
rumor under control. 


The communication of facts is more effective if it comes from a source that 
employees think is in a position to know the true facts. The source also should 
be a person who has a dependable communication record. In addition, informal 


Union leaders 
can be helpful. 


Rumors carry 


useful messages. 


Guidelines for action 


Formal and informal 
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leaders can help management stop a rumor if the facts are shared with them as 
soon as possible. Though face-to-face refutation is the most effective, manage- 
ment may wish to reinforce the facts by confirming them in writing. 


USE OF THE UNION Managers sometimes ask union leaders to help combat 
rumor. Although the union does not control the grapevine any more than 
management does, it has some influence. Since rumors are worst when man- 
agement and labor are in conflict, any reduction of conflict should reduce 
rumors. Marked improvement frequently occurs in a department when man- 
agement gains the union's cooperation in combating rumor, especially when 
the union leaders are powerful informal leaders. 


LISTENING TO RUMOR Regardless of the importance of a rumor, it should be 
listened to carefully because, even though untrue, it usually carries a message 
about employee feelings. Each manager needs to ask, "Why did that rumor 
originate? What does it mean?" In this way a manager gains insight into where 
ambiguities are and what the interests of employees are. It may seem unre- 
alistic to listen to rumors that are untrue, but listening can be useful. 


For example, a labor relations director during a strike listened carefully to what the 
workers said management was going to do. The director, Mark Peerless, knew that 
these employee statements were rumors because management had not yet decided 
what to do. Nevertheless, he listened, because these rumors gave him insight into 
island attitudes toward management and what kind of settlement they might agree 
to e. 


Influencing informal organizations 


Management did not establish informal organizations, and it cannot abolish 
them. Nor would it want to do so. But management can learn to live with them 
and have some measure of influence on them. Management guidelines for 
action are: 


1 Accept and understand informal organization. 


2 Consider possible effects on informal systems when taking any kind of action. 


3 Integrate as far as possible the interests of informal groups with those of the 
formal organization. 


4 Keep formal activities from unnecessarily threatening informal organizations. 


The most desirable combination of formal and informal organizations appears 
to be a predominant formal system to maintain unity toward objectives, along 
with a well-developed informal system to maintain group cohesiveness and 
teamwork. In other words, the informal organization needs to be strong enough 
to be supportive, but not strong enough to dominate. 
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SUMMARY 


Informal social systems exist in all organizations because they arise naturally 
from the interaction of people. Informal organizations have major benefits, but 
they also lead to problems that management cannot easily ignore. 

Informal communication, called the grapevine, develops in the form of a 
cluster chain. Its accuracy in normal situations tends to be above 75 percent, 
but there may be inaccurate key details, and the whole story rarely is communi- 
cated. The grapevine is fast and influential. Employees tend to depend on it for 
information, even though they often view it as a negative factor. Rumor is 
grapevine information communicated without secure standards of evidence. It 
occurs when there is ambiguity and interest in the information. 

Management can have some influence on the grapevine, and its basic objec- 
tive is to integrate interests of the formal and informal systems so that they can 
work together better. 


Informal organization Grapevine 

Informal leader Electronic grapevine 
Cohesiveness Cluster chain 
Norms Liaison individuals 
Reference group Rumor 

Sanctions Filtering 

Sociogram Elaborating 
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1 Think of a part-time or full-time job that you now hold or formerly held. 
Identify three different informal organizations that are (were) affecting your 
job or work group. Explain how they differ from the formal organization. 

2 Still thinking of the job in question 1, discuss how the informal leaders 
probably rose to their positions and how they operate. What amount of 
informal cooperation with management exists (existed)? 

3 Have you ever been in a situation where informal group norms put you in 
role conflict with formal organization standards? Discuss. 

4 Discuss some of the benefits and problems that informal organizations may 
bring to: 

a A work group 
b An employer 

5 Think of a small group that you belonged to recently. Assess the level of its 
cohesiveness on a scale from 1 (low) to 10 (high). What factors contributed 
to, or prevented, its cohesiveness? 
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6 Thinking of that same small group, in what ways were the members’ 
actions, interactions, and sentiments different in practice from what they 
were supposed to be when the group was formed? Explain. 

7 Discuss the accuracy of the grapevine, including various reasons for its 


inaccuracy. 
8 Select a grapevine story that you heard, and discuss how it was communi- 
cated to you and how accurate it was. 
9 Did you communicate the story in question 8 to others? Discuss why or why 
not. Then discuss the general reasons people are active on the grapevine. 
10 Discuss how causes for rumor may be reduced and how rumor may be 
weakened or stopped after it has started. 


TL neidinte’ 

EXCELSIOR DEPARTMENT STORE 

The Excelsior Department Store had a large department that employed six 
salesclerks. Most of these clerks were loyal and faithful employees who had 
worked in the department store more than ten years. They formed a closely 
knit social group. 

The store embarked on an expansion program requiring four new clerks to be 
hired in the department within six months. These newcomers soon learned that 
the old-timers took the desirable times for coffee breaks, leaving the most 
undesirable periods for newcomers. The old-time clerks also received priority 
from the old-time cashier, which required the newcomers to wait in line at the 
cash, register until the old-timers had their sales recorded. A number of 
customers complained to store management about this practice. 

In addition, the old-timers frequently instructed newcomers to straighten 
merchandise in the stockroom and to clean displays on the sales floor, although 
this work was just as much a responsibility of the old-timers. The result was that 
old-timers had more time to make sales and newcomers had less time. Since 
commissions were paid on sales, the newcomers complained to the department 
manager about this practice. 


Questions 
1 How is the informal organization involved in this case? Discuss. 
2 As manager of the department, what would you do about each of the practices? 


PEERLESS MINING COMPANY 

Ben Greenbaum, a maintenance employee of Peerless Mining Company, asked 
for a six-month leave of absence for personal reasons. The request was granted 
because it was in accord with company and union policy. A few weeks later 
Fred Bart, the industrial relations manager of Peerless, heard by the grapevine 
that Ben actually had taken his leave to work on a construction project in 
another part of the state. The report was that Ben needed some extra money, 
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and he had taken this job in order to earn contract construction wages as a 
carpenter, because these wages were approximately twice those earned on his 
regular maintenance job. 

The act of taking leave for personal reasons, with the hidden purpose of 
working for another employer during the leave period, was contrary to the 
labor contract, and the penalty for this could be dismissal. After investigation to 
determine that the grapevine information probably was correct, Fred prepared 
a "notice of hearing concerning dismissal action" to be mailed to Ben at his local 
address where his wife and children remained. The letter of notice was dictated 
by Fred on Thursday morning. 

Thursday night Ben called Fred at his home, saying that he had heard that 
the notice was being prepared and that he felt there was a misunderstanding. 
He said that he thought his action was acceptable under the contract, but if it 
was not acceptable, he wanted to return immediately, because he did not want 
to give up his permanent job. When Fred pressed him to learn how he knew 
about the pending dismissal notice, Ben said that his wife had called him that 
evening. He said that his wife had reported that another wife at a local grocery 
store had told her about the pending dismissal notice. 


1 Is there any evidence in this case that both management and employees use the 
grapevine for their benefit? Discuss. 

2. Assume grapevine facts are as follows: Fred's secretary told a fringe benefit clerk 
about the dismissal notice, and the clerk, not realizing the information might be 
confidential, told someone else. If you were Fred, would you try to suppress grape- 
vine leaks of this type? Discuss. 

3 After Ben's telephone call, what action should Fred take? 


E aiutato, teta 

THE GRAPEVINE STORY 

The best way to understand the filtering and elaboration that occur in the 
grapevine is to experience how they work. Select four people who will be 
communicators and receivers for a grapevine story. The instructor will select 
for communication a news story with ten to twenty-five units of information 
similar to the sample story at the end of this exercise. The plan is that the four 
people selected will try to pass their message sequentially from one to the 
other. There should be no tricks and each should try to communicate as 
accurately as possible. The rules are that each can tell the story only once, it 
must be told orally, and there can be no notes. 

The procedure is that three people will leave the room and the instructor will 
read the story once to the remaining person. Then a second person is called in, 
and the first tells the story aswell as possible to the second. The sequence is 
repeated for the third and the fourth. The fourth then repeats the story to the 
entire class; the instructor reads the accurate story so that all can hear it; and 
the class members discuss their experiences. 
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Following is a sample story: 


John Edward Dobson, familiarly known as "Cowboy," was thrown for a loss Tuesday 
as a jury in Judge Walter Stein's county court at law convicted him of burglary of a 
store that sold western clothes. Dobson was given one year in the county corral. This 
was the maximum he could have received for his offense. 
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n ambitious, innovative program to improve the quality of work life in a 
General Foods pet-food plant has been operating successfully for two 


similar. Distinctions technical specialists and workers were reduced be- 
cause most activities were assigned to each operating team 
Examples of support activities performed by each team are maintenance, quality 


which they had capability. The role of supervisor changed to provide less direct 

supervision and more general management duties. Other innovations included: 

= A single job classification for all operators, with pay increases geared to mastering 
additional jobs in the team and in the plant 

" Decision-making information for operators of the type that formerly only manag- 
ers received 

. Enlarged jobs with most routine work mechanized 

» Team control of task redistribution when members are absent 

= Team counseling of members who fail to meet team standards 


plant. 


General Foods is one of many organizations that recognized the high human 
costs of traditional work designs. Despite their benefits to society, changing 
times have made these human costs less acceptable. Therefore, organizations 
gradually began experimenting with work designs that provide effective human 
results along with high efficiency. This chapter presents approaches to more 
humanized jobs and work environments, including job enrichment and en- 
riched sociotechnical work systems. The purpose is to develop a better quality 
of work life for employees and higher productivity for the employer. 


UNDERSTANDING QUALITY 
OF WORK LIFE 


Quality of work life (QWL) refers to the favorableness or unfavorableness of a 
job environment for people.? The basic purpose is to develop work environ- 
ments that are excellent for people as well as for the economic health of the 
organization. The elements in a typical QWL program include many items 
discussed earlier in this book—open communications, equitable reward sys- 
tems, a concern for employee job security, and participation in job design. 
Many QWL efforts focus on job enrichment, which is a major topic in this 
chapter. In addition to programs for improving the sociotechnical work system, 
QWL programs usually emphasize employee skill development, the reduction 
of occupational stress, and the development of more cooperative labor-manage- 
ment relations.* 


Reasons for QWL 
improvement 
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QWL is a large step forward from the traditional job design of scientific 
management, which focused mostly on specialization and efficiency for the 
performance of narrow tasks. As it evolved, it used full division of labor, rigid 
hierarchy, and standardization of labor to reach its objective of efficiency. The 
idea was to lower costs by using unskilled, repetitive labor that could be trained 
easily to do a small part of the job. Job performance was controlled by a large 
hierarchy that strictly enforced the one best way of work as defined by technical 

le. 

Since classical design gave inadequate attention to quality of work life, many 
difficulties developed. There was excessive division of labor and overdepen- 
dence on rules, procedures, and hierarchy. Specialized workers became so- 
cially isolated from their coworkers because their highly specialized work 
weakened their community of interest in the whole product. Many workers 
were so deskilled that they lost pride in their work. The result was higher 
turnover and absenteeism. Quality declined, and workers became alienated. 
Conflict arose as workers tried to improve their conditions. 

Management's response to this situation was to tighten controls, to increase 
supervision, and to organize more rigidly. These actions were intended to 
improve the situation, but they only made it worse, because they further 
dehumanized the work. Management made a common error by treating the 
symptoms rather than the causes of the problems. The real cause was that in 
many instances the job itself simply was not satisfying. The odd condition 
developed for some employees that the more they worked, the less they were — 
satisfied. Hence, the desire to work declined. 

A factor contributing to the problem was that the workers themselves were 
changing. They became more educated, more affluent (partly because of the 
effectiveness of classical job design), and more independent. They began 
reaching for higher-order needs, something more than merely earning their 
bread. Perhaps classical design was best for a poor, uneducated, often illiterate 
work force that lacked skills, but it was less appropriate for the new work force. 
Design of jobs and organizations had failed to keep up with widespread changes 
in worker aspirations and attitudes. Employers now had two reasons for re- 
designing jobs and organizations for a better QWL: 


1 Classical design originally gave inadequate attention to human needs. 
2 The needs and aspirations of workers themselves were changing. 


Options available to management 


Several options for solving these problems were available to management. 


1 Leave the job as it is, and employ only workers who like the rigid environ- 
ment and routine specialization of classical design. Not all workers object to this 
form of work. Some may even relish it because of the security and task support 
that it provides. 


Why should we 


humanize work? 
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2 Leave the job as it is, but pay workers more so that they will accept the 
situation better. Since classical design usually produces economic gain, man- 
agement can afford to share the gain with workers. 


3 Mechanize and automate routine jobs so that the labor that is unhappy with 
the job is no longer needed. Let industrial robots do the routine work. 


4 Redesign jobs to have the attributes desired by people, and redesign organi- 
zations to have the environment desired by people. This approach seeks to 
improve QWL. 


Although all four options have usefulness in certain situations, the one that 
has captured the interest of people is option number 4. There is a need to give 
workers more of a challenge, more of a whole task, more opportunity to use 
advanced skills, more opportunity for growth, and more chance to contribute 
their ideas. The classical design of jobs was to construct them according to the 
technological imperative, that is, to design them according to the needs of 
technology and give little attention to other criteria. The new approach is to 
provide a careful balance of the human imperative and the technological 
imperative. Work environments, and the jobs within them, are required to fit 
people as well as technology. This is a new set of values and a new way of 
thinking that focuses on QWL. 


Humanized work 


QWL produces a more humanized work environment. It attempts to serve the 
higher-order needs of workers as well as their more basic needs. It seeks to 
employ the higher skills of workers and to provide an environment that encour- 
ages them to improve their skills. The idea is that workers are human resources 
that are to be developed rather than simply used. Further, the work should not 
have excessively negative conditions. It should not put workers under undue 
stress. It should not damage or degrade their humanness. It should not be 
threatening or unduly dangerous. Finally, it should contribute to, or at least 
leave unimpaired, workers’ abilities to perform in other life roles, such as 
citizen, spouse, and parent. That is, work should contribute to general social 
advancement. 

The basic assumption of humanized work is that work is most advantageous 
when it provides a “best fit” among workers, jobs, technology, and the environ- 
ment. Accordingly, the best design will be different to fit different arrange- 
ments of these variables. Since a job design is required to fit the current 
situation, it is not a one-time thing to be established and retained indefinitely. 
Rather, there needs to be a regular readjustment among the factors just 
mentioned in order to maintain the best fit. 


The fact that organizations usually pursue multiple approaches to improving their 
QWL was demonstrated in a survey of 125 firms in the northeastern United States.5 
Although 10 percent of them had no QWL program, about half of them had three or 
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more programs in various stages of planning and implementation. Average company 
satisfaction was quite high with all twelve programs studied, and the average 
likelihood of continuing the programs ranged from 85 to 100 percent. 


JOB ENRICHMENT 


The modern interest in quality of work life developed through an emphasis on 
job enrichment. The term was coined by Frederick Herzberg based on his 
research with motivators and maintenance factors. Strictly speaking, job en- 
richment means that additional motivators are added to a job to make it more 
rewarding, although the term has come to apply to almost any effort to human- 
ize jobs. Job enrichment is an expansion of an earlier concept of job enlarge- 
ment, which sought to give workers a wider variety of duties in order to reduce 
monotony. The difference between the two ideas is illustrated in Figure 16-1. 
Here we see that job enrichment focuses on satisfying higher-order needs, 
while job enlargement concentrates on adding additional tasks to the worker's 
job for greater variety. The two approaches can even be blended together, by 
both expanding the number of tasks and adding more motivators for a two- 
pronged attempt to improve QWL. 

Job enrichment brings many benefits. Its general result is a role enrichment 
that encourages growth and self-actualization. The job is built in such a way that 
intrinsic motivation is encouraged. Because motivation is increased, perform- 
ance should improve, thus providing both a more human and a more produc- 
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Variety of tasks 
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tive job. Negative effects also tend to be reduced, such as turnover, absence, 
grievances, and idle time. In this manner both the worker and society benefit. 
The worker performs better, has more job satisfaction, and is more self- 
actualized, thus being able to participate in all life roles more effectively. 
Society benefits from the more effectively functioning person as well as better 
job performance. Following is an example of both quality and quantity im- 
provements with job enrichment. 


Unusually high results were obtained with job enrichment in the assembly of electric 
hot plates in a manufacturing firm. Originally the employees worked on an assembly 
line, each worker performing a small part of the total assembly. Productivity met the 
established expectations. Management decided on job enrichment, not because 
there was a problem but because the task seemed appropriate for enrichment. In 
the enriched procedure, each worker completed a whole hot plate, being personally 
responsible for it. The workers rapidly developed improved interest in their work. 
Controllable rejects dropped from 23 to 1 percent, and absenteeism fell from 8 to 1 
percent. As shown in Figure 16-2, productivity improved as much as 84 percent 


Productivity index 
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within six months. Since no other changes were made in the department, most of. 
these results appeared to stem from job enrichment. 


Applying job enrichment 
Viewed in terms of Herzberg motivational factors, job enrichment occurs 
when the work itself is more challenging, when achievement is encouraged, 
when there is opportunity for growth, and when responsibility, feedback, and 
recognition are provided. However, employees are the final judges of what - 
enriches their jobs. All that management can do is gather information about 
what tends to enrich jobs, try these changes in the job system, and then 
determine whether employees feel that enrichment has occurred. 
In trying to build motivational factors, management also gives attention to 
maintenance factors. It attempts to keep maintenance factors constant or higher | 
as the motivational factors are increased. If maintenance factors are allowed to 
decline during an enrichment program, then employees may be less responsive 
to the enrichment program because they are distracted by inadequate mainte- 
nance. The need for a systems approach to job enrichment is satisfied by the 
practice of gainsharing, in which employees receive a substantial portion of the 
cost savings produced when their jobs are improved. 
Since job enrichment must occur from each employee's personal viewpoint, 
not all employees will choose enriched jobs if they have an option. A con- 
tingency relationship exists in terms of different job needs, and some employ- 
ees may prefer the simplicity and security of more routine jobs. 


where they individually assembled the entire product. In the beginning few employ- 
ees chose to work the enriched jobs, but gradually about half the workers chose 
diei The uice War veni Opiom Goosed t» f the nocd of the I 


Core dimensions of jobs 
Hackman and Oldham have identified five core dimensions that especially. 
provide enrichment for jobs.® It is desirable for a job to have all five of thes 
dimensions. If one is perceived to be missing, workers are psychologically” 
deprived and motivation tends to be reduced. The core dimensions tend to 
improve motivation, satisfaction, and quality of work and to reduce turnover 
and absenteeism. Their effect on quantity of work is less dependable.” Manage" 
rial and white-collar jobs, as well as blue-collar jobs, often are deficient in some 
core dimensions. Admittedly there are large individual differences in how 
employees react to core dimensions, but the typical employee finds them to be 
basic for internal motivation. The dimensions are shown in Figure 16-3. 


TASK VARIETY One core dimension is variety in the job. Variety allows em 
ployees to perform different operations that often require different skills. It is 
illustrated by the following anecdote: - 
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Core dimensions are those that especially enrich jobs. 

o If any are missing, workers are psychologically deprived. 
Core dimensions are: 

o Task variety. Different operations to perform 

o Task identity. Performing a complete piece of the work 

o Task significance. Work that appears to be important 

a Autonomy. Some control by employees over their own tasks 
a Feedback. Information about performance 


————— —————— 


A tourist in Mexico stopped at a woodcarver's shop to inquire about the price of a 
chair that was hand-carved. The woodcarver replied, "Fifty pesos." 

The tourist said that she liked the chair and wanted three more exactly like it. 
Hoping to receive a quantity discount, she asked, "How much for four chairs?" 

The woodcarver replied, "Two hundred fifty pesos for four chairs." 

Shocked that the price per unit for four chairs was more than for one chair, the 
tourist asked why. The woodcarver replied, "But, senorita, it is very boring to carve 
four chairs that are exactly alike." 


Jobs that are high in variety are seen by employees as more challenging 
because of the range of skills involved. These jobs also relieve monotony that 
develops from any repetitive activity. If the work is physical, different muscles 
are used, so that one muscular area is not so overworked and tired at the end of 
the day. Variety gives employees a greater sense of competence, because they 
can perform different kinds of work in different ways. 


TASK IDENTITY A second core job dimension is task identity, which allows 
employees to perform a complete piece of the work. Many job enrichment 
efforts have been focused on this dimension, because in the past the scientific 
management movement led to overspecialized, routine jobs. Individual em- 
ployees worked on such a small part of the whole that they were unable to 
identify any product with their efforts. They could not feel any sense of 
completion or responsibility for the whole product. When tasks are broadened 
to produce a whole product or an identifiable part of it, then task identity has 
been established. This kind of whole job occurred in assembly of the hot plates 
mentioned earlier in this chapter. Other examples are a radio factory where 
each worker assembles a pocket radio and an office where a single employee 
prepares a major report rather than a part of it. 


A crane operator working on high-rise construction projects in Washington is known 
as “Johnny Crane."!? He works up to 16-hour days in a tiny cage 210 feet above the 
construction site, moving materials and equipment. What is the main source of his 
satisfaction? He replies, "I can drive around Washington and point to the buildings 
T've built." This is an example of a job that apparently does not need to be enriched 
any further on the task identity dimension. Although Johnny Crane technically does 
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not construct entire buildings, he clearly identifies with the whole task and feels a 
sense of completion when the job is finished. 


TASK SIGNIFICANCE A third core dimension is task significance. It refers to 
the amount of impact, as perceived by the worker, that the work has on other 
people. The impact can be on others in the organization, as when the worker 
performs a key step in the work process, or it may be on those outside the firm, 
as when the worker helps to make a lifesaving medical instrument. The key 
point is that workers believe they are doing something important in their 
organization and/or society. The story has been told about workers who were 
instructed to dig holes in various parts of a storage yard. Then the supervisor 
looked at the holes and told the workers to fill them and dig more holes in other 
places. Finally the workers revolted, because they saw no usefulness in their 
work. Only then did the supervisor tell them that they were digging the holes 
to try to locate a water pipe. 


Even routine factory work can have task significance. St. Regis Paper Company had 
customer complaints about seams tearing and bottoms dropping out of about 6 
percent of grocery bags made in three plants.!! Management attempted to solve the 

by adding more inspectors and making production changes, but these 
efforts were not successful. 

Finally management decided to work with the bag-machine operators to show 
them the significance of their work. One step was to circulate customer complaint 
letters so that the operators could see how serious the problem was. Management 
also arranged to have the signature of each operator imprinted on the bottom of the 
bags as follows: "Another quality product by St. Regis. Personally inspected 
by... employee's name)." 

Employees responded by reducing defective bags from 6 to 2 percent. They were 
proud of their work and its direct significance to customers. Employees even started 
taking their nameplates with them during rest breaks because they wanted to be 
responsible personally for bags that had their signature. 


AUTONOMY A fourth core dimension is autonomy. It is the job characteristic 
that gives employees some discretion and control over job-related decisions, 
and it appears to be fundamental in building a sense of responsibility in 
workers. Although they are willing to work within the broad constraints of an 
organization, they also insist on a degree of freedom. You may remember that 
in the discussion of Maslow's need hierarchy in Chapter 5, autonomy was 
mentioned as a possible additional step on the need scale since it is so impor 
tant to many people. The popular practice of management by objectives (MBO) 
is one way of establishing more autonomy because it provides a greater role for 
workers in setting their own goals and pursuing plans to achieve them. 


FEEDBACK A fifth core dimension is feedback. Feedback refers to information 
that tells workers how well they are performing. It comes from the job itself, 
management, and other employees. The idea of feedback is a simple one, but it 
is of much significance to people at work. Since they are investing a substantial 
part of their lives in their work, they want to know how well they are doing- 


395 


Job Diagnostic 
Survey 


Motivating 
potential score 


Conditions for 
job enrichment 


Profile chart 


CHAPTER 16 Quality of work life and sociotechnical systems 


Further, they need to know rather often because they recognize that perform- 
ance does vary, and the only way they can make adjustments is to know how 
they are performing now. 

Monthly output reports often are inadequate because the time lag is too 
great. (For example, one manager equated monthly reports with trying to drive 
a car by looking in the rear-view mirror. By the time you find out where you 
have been, it’s often too late.) Weekly and daily reports are better, and hourly 
and continuous reporting may be even better if the work process allows this 
type of feedback. For example, operators attending cigarette-making machines 
have automatic inspection that provides continuous feedback to panels on the 
machines, so that operators know at all times if the work is progressing 
satisfactorily. The same is also true for bottlers at bottling machines. Note in 
these illustrations that workers receive complete job feedback, both positive 
and negative. If they receive only negative feedback, it may not be motivating. 


The motivating potential of jobs 


An instrument used to determine the relative presence of the five core dimen- 
sions in jobs is the Job Diagnostic Survey. 12 Before job enrichment is begun, an 
employer studies jobs to assess how high they are on task variety, task identity, 
task significance, autonomy, and feedback. Scales are created for each dimen- 
sion, and then each job is rated according to where it fits on each scale. For 
example, on a scale of 1 through 10, variety may be given a rating of 6 and 
autonomy a lower rating of 4. Employees are usually involved in this assess- 
ment process, since it is their perceptions that are most important. 

After the data are collected, an overall index that measures the motivating 
potential score (MPS) ofa job may be computed. The MPS indicates the degree 
to which the job is perceived to be Meaningful, (M, or average of variety, 
identity, and significance), foster Responsibility (R, or autonomy), and provide 
Knowledge of Results (KR, or feedback). The formula is: 


MPS = M X R X KR 


Jobs that have been enriched to create a high MPS increase the probability of 
high motivation, provided that employees: 


m Have adequate job knowledge and skills 
m Desire to learn, grow, and develop 
m Are satisfied with their work environment 


A useful way to compare jobs (or perceptions of them by managers and 
employees) is to place their scores on a profile chart, which graphically displays 
the data. Figure 16-4 shows that job A has moderate autonomy but is high in 
the other four dimensions. In general, job B has less enrichment than job A. 
Once the profile of a job is determined, then the job can be studied in detail to 
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determine how the weak dimensions may be improved. Not all jobs can be 
made outstanding on all dimensions, but most jobs can have some enrichment. 
When they are enriched, the payoff can be great, as seen in this example: 


Most job enrichment attempts have been conducted in manufacturing operations, 
but many have also been attempted in banks, insurance companies, and other 
service organizations. Salespersons in a large department store provided the sub- 
jects for a field experiment in job redesign for enrichment purposes. ' After provid- 
ing their perceptions of their current jobs as measured by a set of scales that produce 
a motivating potential score, they implemented a series of job changes designed to 
can the variety, identity, significance, autonomy, and feedback gained from 
r jobs. 

The salespersons’ MPS scores increased significantly (from 25.6 to 41.5) following 
the experiment, indicating that they believed their jobs had become enriched. 
Dysfunctional behaviors such as misuse of idle time and absence from the worksta- 
tion decreased, while functional behaviors (selling and stocking) increased moder- 
ately. Several measures of employee satisfaction also improved. 


The impact of social cues 


Not all attempts to enrich jobs have been as successful as the experiment that 
was just described. In some cases employees do not report significant changes 
in their perceptions of the job characteristics after job enrichment despite 
objective evidence that the job changed. This has been the source of consider- 
able frustration for both job design specialists and managers. 

An explanation for the lack of predicted changes from enrichment seems !? 
lie in the presence of social cues. In addition to the possibility that employees 
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will not perceive the degree of changes that management introduces, there is 
evidence to suggest that employees are quite receptive to information received 
from their social surroundings.!4 These social cues may come from coworkers, 
leaders, other organizational members, customers, and family members. Social 
cues may serve either to support or to counteract the direction of objective task 
characteristics, as shown in Figure 16-5. 

An integrated approach to job design suggests that managers must focus on 
managing the social context of job changes, as well as the job enrichment 
process itself.!5 They must discover which groups are important sources of 
social cues, perhaps using group discussions to reinforce an employee's initial 
tendencies to assess job changes positively. Managers can also create expecta- 
tions (in the minds of employees and coworkers) that the enriched jobs will be 
more satisfying. The recognition and use of social cues in job design, called 
social information processing, once again provides support for the QWL theme 
that both human and technical factors must be considered for a change to be 
successful. 


Limitations of job enrichment 


Job enrichment has a number of limitations, as shown in Figure 16-6. It is more 
appropriate for some situations than for others, and in certain situations it may 
not be appropriate at all.!6 Some workers do not want increased responsibility, 
and other workers do not adapt to the group interaction that is sometimes 
required. In other words, enrichment is contingent on attitudes of employees 
and their capability to handle enriched tasks. It can be argued that employees 
should accept job enrichment because it is "good," but it is more consistent 
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o Some workers may not want enriched jobs: 


—If they prefer to quit their jobs 

Expensive equipment may not be adaptable. 

The program may unbalance the production system. 
Supervisory or staff roles may be reduced. 

Enriched jobs may increase pay dissatisfaction. 


Costs may increase: 
—Start-up costs such as training 
—Long-run costs such as more equipment 


o Unions may oppose some enrichment efforts. 


go ag a 9G 


with human values to recognize and respect individual differences of employ- 
ees. 

Those planning job enrichment and QWL programs need to ask such ques- 
tions as the following about employee needs and attitudes: 


m Can the employee tolerate responsibility? 

m How strong are employee growth and achievement needs? 

m What is the employee's attitude toward working with groups? 

m Can the employee work with more complexity? 

m How strong are the employee's drives for security and stability? 
m Will the employees view the job changes as significant? 


CONTINGENCY FACTORS In a similar manner, job enrichment does not apply 
to all types of situations. 17 It appears to apply more easily to higher-level jobs, 
compared with lower-level ones, particularly if the lower-level jobs are dictated 
by the technological process. If the technology is stable and highly automated, 
the costs of job enrichment may be too great in relation to the rewards. Some 
organizations have such huge investments in equipment that they cannot 
to make substantial changes until the equipment is replaced. When difficult 
technological conditions are combined with negative employee attitudes to 
ward job enrichment, then it becomes inappropriate until the environment for 
it can be changed. 

Other limitations on job enrichment apply when it must be coordinated with 
other jobs, departments, or branches. For example, anticipated gains can be 
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diminished because of effects on surrounding work systems. A projected en- 
richment in one organization assigned quality control to workers producing the 
product. Several highly paid quality-assurance people were put out of jobs, and 
the enrichment was delayed while their problems were resolved. In other 
organizations job enrichment for operating employees reduced the supervisory 
role, so the programs were not successful until the supervisors’ jobs also were 
enriched. 


PAY RELATIONSHIPS Job enrichment also may upset pay relationships. Man- 
agement typically assumes that the intrinsic rewards of the enriched job are 
sufficient. Employees, however, may become unhappy because they think they 
are not paid in proportion to their increased duties. They want more money, 
but a pay increase adds to costs and may upset comparative pay relationships. 


In a branch operation a supervisor enriched the jobs of salesclerks by allocating 
more responsibility to them. The clerks requested more pay, and the supervisor 
recommended it. The home office rejected the pay increase, thereby effectively 
rejecting the enrichment program. The home office was fearful that salesclerks in 
other branches would want similar pay, even if their jobs were not enriched. Either 
higher costs would occur or lower morale would develop when raises were not given. 
The other alternative, enriching clerks’ jobs in all branches, was not practical at the 


time. 


OTHER COSTS There are other costs in addition to pay. Equipment and floor 
space may need to be redesigned. In some instances more space and tools will 
be needed so that teams can work independently. Even work-in-process in- 
ventory may have to be increased so that individual workers or teams can have 
enough supplies. In addition, there are substantial training costs in order to 
prepare employees for their new patterns of work. There also are likely to be 
temporary quality and output problems during the period of change because 
existing teamwork among employees is disrupted. Some employees even re- 
sign. Although these costs may be acceptable in relation to benefits, they need 
to be considered carefully. 


UNION ATTITUDES An additional contingency factor is union attitudes. Job 
enrichment may upset existing job classifications, thereby causing union re- 
sistance. In some instances enrichment may create jurisdictional disputes 
between the territories of two unions. Likely places for this problem are 
maintenance work and construction work. Distinctions between jobs may be so 
narrow and rules so rigid that unions will not tolerate some changes. However, 
there is evidence that a majority of union members want to become involved 


with QWL efforts. 18 


CONCLUSIONs The limitations and difficulties with job enrichment lead to 
three conclusions, as summarized in Figure 16-7. First, job enrichment and 
QWL programs generally are desirable for both human and performance 
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needs. They help employees, and they help the firm. 
2 There is a contingency relationship. QWL improvements achieve better results in some 
situations than in others. 


1 In a general way, job enrichment and QWL programs are desirable for both human and 
performance 


3 QWL programs bring costs as well as benefits. Both must be considered to determine net 
benefits and the desirability of a change. 


needs. They help both employees and the firm. Second, there is a contingency 
relationship. QWL improvements work better in some situations than others. 
They are not the best for every situation. A third conclusion is that QWL 
programs bring costs as well as benefits. Both must be evaluated to determine 
the desirability of a change. The key issue is how favorable the net benefits are. 

With the many contingencies that exist in job enrichment, the best strategy 
is to study the need for it carefully and then to try it in the most appropriate 
places first. As success is achieved, there can be a gradual move toward more 
applications. The organization that suddenly becomes sold on job enrichment 
and then takes a blanket approach to it is likely to generate more problems than 
it can handle. 


ENRICHED SOCIOTECHNICAL WORK 
SYSTEMS 


Natural work teams 


The next step above enriched jobs is to focus on work teams. When jobs have 
been designed so that a person performs a complete cycle of work to make a 
whole product or a subunit of it, then that person is performing a natural work 
module. The work flows naturally from start to finish and gives an individual a 
sense of task identity and significance. In a similar manner several employees 
may be arranged into a natural work team that performs an entire unit of work. 
In this way employees whose task requires them to work together are better 
able to learn each other's needs and to develop teamwork. Natural work teams 
even allow those who are performing routine work to develop a greater feeling 
of task significance, because they are attached to a larger team that performs à 
major task. It is surprising how our desire to develop specialization often leads 
to separation of people who are needed to make natural work teams. 


Consider the experience of a telephone company with its service-order depart- 
ment.!9 Originally the service representatives and typists who prepared service 
orders were in separate areas of the office, and each took orders in rotation as they 
were received. Then different teams of representatives were assigned their own 

region, and a few typists were moved to be with them, working only on 
their service orders. The employces now became a natural work team that could 


401 


Employment 
enrichment 


Employees control 
their schedules. 


FIGURE 16-8 

The complete 
employment 
enrichment process 


CHAPTER 16 Quality of work life and sociotechnical systems 


cooperate in performing a whole task. The result was that orders typed on time 
increased from 27 percent to between 90 and 100 percent, and service-order 
accuracy exceeded the expected standard. 


The next step above enriched jobs and natural work teams is enriched 
sociotechnical work systems in which a whole organization or a major portion of 
it is built into a balanced human-technical system. The objective is to develop 
complete employment enrichment, as shown in Figure 16-8. This requires 
changes of a major magnitude, particularly in manufacturing that has been 
designed along specialized lines. The entire production process may require 
reengineering in order to integrate human needs, and layouts may require 
changes to permit teamwork. The fundamental objective is to design a whole 
work system that serves needs of people as well as production requirements. 


Flexible work schedules 


Flexible working time, also known as “flexitime,” or “flextime,” is an example of 
employment enrichment. It gives workers more autonomy but in a manner 
different from job enrichment. With flextime employees gain some latitude for 
the control of their work environment—a factor beyond the design of the job 
itself—to fit their own lifestyles or to meet unusual needs, such as a visit to a 
physician. The idea is that, regardless of starting and stopping times, employ- 
ees will work their full number of hours each day. Employees always work 
within the restraints of the installation's business hours, and if a job requires 
teamwork, all employees on a team must flex their work together. 


An office provides an example. The office is open from 7 A.M. to 7 P.M., and 
employees may work their eight hours anytime during that period. One employee is 
an early riser and prefers to arrive at work at 7 A.M., leaving at 3:30 P.M. in order to 
shop or engage in sports. Another employee is a late riser and prefers to come to 
work at 10 A.M., leaving at 6:30 p.M. Another employee arranges her work period to 
fit a commuter train schedule. Still another employee prefers to take two hours for 
lunch and occasional shopping. Each employee sets a schedule to fit personal needs. 


LEVEL ACTION 
System Enriched f= work systems 
Group Natural work teams 
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A certain percentage of workers must be at the office for certain core hours in order 
to meet the public, but otherwise their schedule is relatively free. 


An advantage to the employer is that tardiness is eliminated, since the 
employee works a full number of hours regardless of arrival time. Since 
employees are able to schedule outside activities such as appointments during 
their working day, they tend to have fewer one-day absences for these pur- 
poses. Perhaps the main benefit is that greater autonomy leads to greater job 
satisfaction, and sometimes productivity improves as well.?9 


Sociotechnical experiments 

A number of innovative experiments in QWL and enriched sociotechnical 
systems were developed in the 1970s at Volvo in Sweden and at General 
Motors in the United States. Another, at General Foods in Topeka, was 
described in the opening illustration for this chapter. Follow-up information on 
these provides insight into what has been learned from each. More fecent 
experiments, such as those at Digital Equipment, continue to emerge. The 
diversity of approaches will be apparent in these summaries. 


Volvo 


Volvo built a new car assembly plant in Kalmar, Sweden, in the early 1970s in 
which it attempted to incorporate technical, managerial, and social innovations 
that better served the needs of employees.?! The design cost about 10 percent 
more than a comparable conventional plant, but Volvo took the risk because it 
hoped to secure increased satisfaction and productivity as well as reduced 
turnover and absenteeism. The factory was designed to assemble 60,000 auto- 
mobiles annually, using teams of fifteen to twenty-five workers for each major 
task. One team, for example, assembles electrical systems, while another 
assembles brakes. Each team has its own work area, and each is given substan- 
tial autonomy. The team is completely in charge of allocation of work among 
members and of setting the rhythm of its work. 

There is no assembly line. Teams obtain a car from a buffer zone when they 
want one, moving it to their workplace on a trolley. When work is completed, 
the car is placed in the next buffer zone, a procedure that allows each team to 
work at its own pace as long as it can meet production requirements. Teams 
handle their own material procurement and manage their own inventory. The 
situation is much different from that of a traditional assembly line. 

Volvo continued its efforts to increase efficiency and improve QWL through 
other experiments at its engine, bus assembly, cab, and truck plants through- 
out Sweden. Independent evaluations of Volvo's success at Kalmar showed that 
both assembly and office workers’ costs were the lowest in the company. 
Employees report that their jobs are better than those on a traditional assembly 
line, but still report a greater desire for initiative and personal growth on thé 
job. 
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General Motors: Tarrytown 


Union-management relations in the auto industry have traditionally been ad- 
versarial. At the urging of the United Auto Workers, a National Committee on 
Quality of Work Life was created in 1973.?? The Tarrytown assembly plant of 
General Motors was chosen as the pilot site because of a desire to solve the 
more difficult problems first. Tarrytown ranked seventeenth in quality (of 
eighteen plants); it had one of the highest grievance rates and experienced 
more strikes, and its absenteeism rate averaged 12 percent. 

A steering committee was formed, a QWL philosophy statement was created 
and distributed, and actions were taken to build trust and respect between 
management and workers. A training program was initiated to provide employ- 
ees with skills in problem solving, cost analysis, team building, and commu- 
nications. Remarkably, all but 10 of the 3600 employees volunteered to 
participate. 

The QWL program was comprehensive, was introduced slowly, and had a 
dual base of support from both management and the union. A profitable plant 
emerged; it rose to number one in quality and efficiency, absenteeism dropped 
to 3 percent, and grievances declined by 97 percent. Clearly, employees 
perceived a new environment in which their suggestions were sought and 
implemented, and the workers were valued for their skills and ideas. 


General Motors: Fremont 


A long history of labor-management conflict, poor quality, and extremely high 
absenteeism characterized the General Motors auto assembly plant in Fre- 
mont, California.2? Then Toyota and GM created a joint venture that has since 
received international recognition for its quality, productivity, and labor cli- 
mate. New United Motor Manufacturing, Inc. (NUMMI), now operates with 
virtually the same unionized labor force, but an entirely new sociotechnical 
system. 

"The labor contract was reduced from over 400 pages to 15, a collaborative 
problem-solving system was established, and a strong job security provision 
was provided. As a result, absenteeism was reduced, eighty-two job classifica- 
tions were reduced to four, and employees work as teams. The number of 
grievances filed is almost negligible. 

The reasons for this success appear to lie in the NUMMI philosophy, which 
has several elements. Employees are urged to search constantly for improve- 
ments, develop their full potential, and do their best to create a superior 
quality product. Team performance and mutual trust are emphasized. Every 
employee is expected to think and act like a manager. In return, NUMMI will 
attempt to provide its employees with a stable livelihood that has minimal risks 
of layoffs. 

The emphasis at NUMMI is on creating a quality of work life that builds on 
pride of the employees in themselves, their group, and their work. Teamwork 
is heavily emphasized, as is full communication. Problems are solved through 
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consensus approaches. Employees are urged to recognize and respect each 
other's rights. The impact of Toyota is especially clear in the insistence that 
there be harmony among the culture, structure, and operating systems. 


Digital Equipment: Enfield 


Unlike NUMMI, which ran the risk of inheriting previous labor-management 
problems, Digital Equipment Corporation's Enfield, Connecticut, plant is a 
greenfield site—it started shipping products in 1983.24 The Enfield plant is 
small, with just 200 employees making printed-circuit-board modules for com- 
puter storage systems. The organizational hierarchy has just three levels, with 
employees reporting to group managers, who report to the plant manager. 

There are two essential features of Enfield’s sociotechnical approach— par- 
ticipative team management and job enrichment, Operating teams of twelve to 
eighteen members are encouraged to be self-managing, and each employee is 
trained to have multiple skills and perform a wide range of tasks on the total 
product. Skill-based pay is used to reward employees for acquiring new skills 
and knowledge. Regular group meetings are held for goal setting, problem 
solving, and communication. Teams of workers have the capacity to set their 
own work hours under a flextime system. 

The results at Enfield are substantial. Compared with traditional facilities, 
the Enfield plant reduced the standard module-building time by 40 percent, 
using half the employees and half the space usually required. Overhead is also 
40 percent less than normal, and scrap costs were reduced by 50 percent. 


Results of sociotechnical experiments 


Not all attempts to create a better QWL have been successful. One of the 
earliest, at Non-Linear Systems, was discarded when the firm's product lead- 
ership declined and productivity failed to keep pace with that of competitors.” 
Despite numerous behavioral innovations, the participative system proved too 
cumbersome to respond to quickly needed changes, and the firm was forced to 
return to a more traditional work system to survive. 

The design and implementation of complex organizational systems for better 
QWL is far more difficult than many casual observers realize. Some employees 
object when other team members earn more after learning additional tasks. 
Some employees prefer to work on traditional tasks and avoid the extra group 
work and added responsibility, Both team leaders and entire work teams 
occasionally become autocratic, exerting excessive peer pressure for conformity 
to group norms. Role confusion also can occur. 

There are substantial costs as well as benefits, and the payoffs may not come 
immediately. Sometimes the programs are oversold to the employees and the 
public, so it is important to examine carefully what does and does not work 
Many years of additional experiments will be required before effective prac 
tices can be identified and applied with a high probability of success.” 
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SUMMARY 


Quality of work life (QWL) refers to the favorableness or unfavorableness of the 
job environment for people. Since people and the environment have changed, 
increased attention needs to be given to improving the QWL. Jobs are required 
to fit people as well as technology. 

Job enrichment applies to any efforts to humanize jobs, particularly the 
addition of motivators to jobs. Core dimensions of jobs that especially provide 
enrichment are task variety, task identity, task significance, autonomy, and 
feedback. It is helpful if natural work modules and natural work teams can be 
built. In spite of its desirability, job enrichment is a contingency relationship, 
being more applicable in some situations than others. Its effectiveness is 
affected by the social cues that employees receive. 

Enriched sociotechnical work systems provide a balanced human-technical 
system that seeks complete employment enrichment. Major experiments with 
these systems have been made by many firms, such as Volvo, General Motors, 
and Digital Equipment. There are costs as well as benefits, but results gener- 
ally are favorable. 


Quality of work life (QWL) Social cues 

Job enrichment Profile charts of core dimensions 

Job enlargement Natural work modules 

Gainsharing Natural work teams 

Core dimensions of jobs Flexible working time (flextime) 

Job Diagnostic Survey Enriched sociotechnical work systems 
Motivating potential score 


1 Do employees differ in their view of what a good QWL is for them? Discuss. 
If they differ, discuss specific steps that an employer can take to provide a 
better QWL for all employees. 

2 Form discussion groups of four to five people, and develop a list of the top six 
QWL items that your group wants in a job. Present your group report, along 
with your reasons, to other class members. Then discuss similarities and 
differences among groups. 

3 Think of the job you now have or a job that you formerly had. Discuss both 
the favorable and unfavorable QWL characteristics that it had. 

4 This chapter discussed gainsharing to increase the effectiveness of job enrich- 
ment. How does this relate to earlier discussions of motivational and mainte- 
nance factors, lower- and higher-order needs, and extrinsic-intrinsic 
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5 A survey of supervisor Herman Kahn's department shows that employees 
uniformly feel that the core dimension of feedback is low. Kahn refutes this 
conclusion by commenting: "That's not true. I give the group lots of feed- 
back. They will confirm that I tell them every time they don't make produc- 
tion for the week and every time they violate a rule. I share all problems that 
arise with my employees." Discuss. 

6 Select two jobs in a firm, and then prepare a profile chart of their core 
dimensions. Discuss your results. 

1 Discuss some of the limitations of job enrichment and QWL programs. 

8 Select from outside sources a major QWL program other than the ones 
presented in this chapter, and discuss it in class. 

9 Has the United States made any progress in building better QWL in the last 
twenty years? Perform outside reading and interviews, and discuss this 
subject in class. 


Lheectent- 

VALLEY ELECTRONICS 

Valley Electronics produces a line of electronic equipment, including a mini- 
ature tape recorder that can be held in one's hand. In the final assembly of the 
tape recorder, fourteen employees work on an assembly line, using parts from 
parts bins. Each employee performs a different operation and then passes the 
assembly to the next person. The last two steps on the line are inspection and 
boxing. Inspection includes an operational test of each recorder. If a recorder 
fails inspection, it is placed at a bench where another employee reworks it. If 
the stack of recorders at the bench grows too large for the benchworker to 
handle, one of the regular assemblers is assigned overtime benchwork to 
reduce the backlog. 

A recent job satisfaction survey showed that the assembly employees are 
reasonably satisfied. They have a friendly group, and the assembly design 
encourages conversation because there are seven employees on each side of the 
line facing each other. Turnover and absenteeism are considered normal by 
management. The employees are organized by a national labor union, but none 
of them appears to be active in the union. There are four racial minority 
members and several ethnic minorities in the group. 


Questions 

1 How favorable is the QWL for the assembly group? Discuss. 

2 Do you recommend any changes in the assembly jobs? Discuss, including what 
specific changes you would make and what they are intended to accomplish. 


E potriential erecae: 
THE ENRICHED STUDENT 


1 Consider your academic “job” as a student. Rate it on each of the five core dimensions 
according to how much of each is presently in it (1 = low amount; 10 = high amount: 
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YOUR GROUP 
JOB DIMENSION RATING AVERAGE 
Task variety ——— 
Task identity ad < 
Task significance 22 — 
Autonomy erii E 
Feedback C — 


2 Form into small groups of four to six persons, share your scores, and compute an 
average group score for each dimension. Then compute a motivating potential score 
for your group by using the MPS formula given in the text. What does this tell you? 

3 Discuss five important steps that university administrators and professors could take 
to enrich your job if they had the data you generated. 
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hen you read fiction and social commentary, you often find 

a common symbolic thread. It is that organizations are 

systems that suppress their victim, the individual. Individ- 

uals live in conformity, stripped of their self-esteem and in 

an artificial environment. There is no challenge and no 
chance for psychological fulfillment. There is only security in return for saying 
"Yes," smiling, and wearing a neat business suit. Individuals are too numb from 
all this to rebel, but they should rebel. In turn, the organization stands socially 
and morally condemned. 

Throughout history there has been this view of people and organizations in 
perpetual conflict, but now we realize that they can live in some degree of 
mutual interest and harmony. Individuals use organizations as instruments to 
achieve their goals just as much as organizations use people to reach objectives. 
There is a mutual social transaction in which each benefits the other. 

In this chapter we discuss some of the relationships of individuals to organi- 
zations, including conformity, rights of privacy, the individual and drug abuse, 
discipline, and individual-organization responsibilities. 


ISSUES ABOUT CONFORMITY 


The basic thesis of conformity 


Conformity is a dependence on the norms of others without independent 
thinking. The basic thesis of individual conformity to the organization was 
stated by Whyte and Argyris in separate books in the 1950s. In The Organiza- 
tion Man, Whyte wrote about individuals who were so involved in corporate 
life that they became psychologically dependent on it. They tended to conform 
to corporate values and actions without seriously questioning them.? 

Argyris's Personality and Organization was concerned especially with psy- 
chological issues such as self-actualization. Argyris believed that people wanted 
to be treated as mature persons, but the large corporation expected them to 
conform to rules and practices in an unquestioning, immature way. This lack of 
agreement between expectations and reality led to conflict and frustration. The 
basic philosophy in Argyris's own words is as follows:3 


An analysis of the basic properties of relatively mature human beings and formal 
organization leads to the conclusion that there is an inherent incongruency between 
the self-actualization of the two. This basic incongruency creates a situation of 
conflict, frustration, and failure for the participants. 


One possible product of this incongruency is that employees may become 
passive in their attempt to adapt to a restrictive work environment. Later, if the 
organization changes to allow greater employee autonomy and self-actualiza- 
tion, they remain passive, alienated, and incapable of reacting positively to the 
new opportunity. This is called learned helplessness—a condition where em- 
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ployees continue to act in a dependent manner even after organizational 
changes make greater independence possible. * This represents one of the risks 
involved in stressing conformity in organizations. 

Neither Whyte nor Argyris argued that people should return to a primitive 
civilization to live without organizations. The conflict that exists is seen solely as 
a challenge that requires better resolution for better results. 


To what does one conform? 


There are several different ways in which a person may be said to conform to an 
organization. First, there is a type of conformity by which one “conforms” to 
the requirements of technology. That is, when the pot boils, take it off the fire; 
or when the batch in the furnace is ready, take it out. Some “conformity” in 
industry is actually a response to the technology; but this is a distortion of the 
term, because such situations do not involve the norms of others. Furthermore, 
this “conformity” is the same in or out of an organization. 

Looking at the more usual conformity to group norms, there are three major 
groups to which one conforms. One of these is the organization itself. Another 
is the informal work group, and the last is the external community. It is evident 
that the last two represent conformity expressed inside the organization but not 
conformity to the organization. The organization does not impose these last two 
norms; they are simply there because the organization operates in a social 
system rather than a vacuum. Excluding the two groups just mentioned, what 
is the extent and legitimacy of the organization’s influence? 


Areas of legitimate organizational influence 


Every organization develops certain policies and requirements for perform- 
ance. If the organization and an individual define the boundaries of legitimate 
influence differently, then organizational conflict is likely to develop. It can be 
sufficient to interfere with effectiveness. For example, if employees believe 
that it is legitimate for management to control the personal telephone calls they 
make at work, they may dislike management interference with their freedom 
on this matter, but they are unlikely to develop serious conflict with manage- 
ment about it. However, if employees believe that personal calls are their own 
private right, then this issue may become a focus of conflict with management. 

This same type of reasoning applies to other issues. As long as there is 
agreement on the legitimacy of influence among the parties, they should be 
satisfied with the power balance in their relationship. 


Limit research shows that there is reasonable agreement among the population 
" areas of organizational influence on employees.5 Studies have 


tions for fifty-five survey items ranging from .85 to .98. Managers give somewhat 
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more support to legitimacy than labor leaders, with students ranking in the middle; 
however, the important point is the substantial agreement among all groups. 


Following are examples of areas of agreement and disagreement. There is 
general approval of organizational influence on job conduct, such as the tidiness 
of one's office and one's working hours. There also is agreement that organiza- 
tional influence should be low on personal activities off the job, such as the 
church one attends, where charge accounts are maintained, and where one 
goes on vacation. 

On the other hand, there is some disagreement between managers and 
others in a few areas, primarily those concerned with off-the-job conduct that 
could affect company reputation. Examples are degree of participation in 
various community affairs and personal use of company products. Obviously, if 
you work at a plant that assembles automobiles and you drive a competitor's 
automobile to work, your employer will be concerned about your lack of 
support of company products and the effect of your actions on product image. 


A model of legitimacy of organizational influence 


The model of legitimacy of organizational influence that has been developed 
from research is shown in Figure 17-1. The two key variables in the model are 
conduct on the job or off of it and conduct that is job-related or not job-related. 
As shown in the model, there is agreement on high legitimacy when conduct is 
on the job and job-related. Legitimacy tends to become less accepted as an act's 
connection with the job becomes more hazy. If the act is on the job but not job- 
related, such as playing cards during lunch hours, questions arise about legit- 
imacy. Generally only moderate legitimacy is supported, depending on the 
situation. 


game is not being played on company time. 


Off-the-job conduct 


We can begin a discussion of off-the-job conduct with the general statement 
that the power of a business to regulate employee conduct off the job is very 
limited. Certainly when the conduct is not job-related, there is little reason for 
the employer to become involved. On the other hand, some activities off the 
job may affect the employer, so questions of organizational influence arise. The 
basic relationship is as follows: The more job-related one's conduct is when off 
the job, the more support there is for organizational influence on the employee. 
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Job-related 


Not job-related 
Moderate legitimacy 


On-the-job 


Off-the-job Moderate legitimacy Low legitimacy 


Interpretations become difficult in some borderline situations. For example, 
what kinds of controls should be applied to off-job conduct of an employee 
living on company property at an oil pumping site and on twenty-four-hour 
call? Even when an employee has departed company property and is not on 
call, the boundaries of employer interest are still not fixed. Consider the angry 
employee who waited until the supervisor stepped outside the company gate 
and then struck the supervisor several times in the presence of other employ- 
ees. In cases of this type, arbitrators consistently uphold company disciplinary 
action because the action is job-related. In the United States at least, the 
organization's jurisdictional line is clearly functional, related to the total job 
system and not the property line. 

In recent years, a number of issues potentially involving job-related behav- 
iors have received extensive attention. These issues include substance abuse, 
genetic screening of prospective employees for health risks, and assessments of 
the ethical values of job applicants. Controversy arises out of concern for the 
accuracy of the measures used, as well as from conflicting views over the 
legitimacy of assessing such factors. These disagreements have served to focus 
attention on employee rights of privacy, which will be discussed next. 


RIGHTS OF PRIVACY 


Rights of privacy primarily refer to organizational invasion of a person's private 
life and unauthorized release of confidential information about a person in a 
way that would cause emotional harm or suffering. Business activities that may 
involve rights of privacy are listed in Figure 17-2, and several of these are 


discussed in the following paragraphs. 


o Lie detectors 

o Personality tests o Surveillance devices 
o Encounter groups o Computer data banks 
: Medical examinations c Confidential records 
© Treatment of alcoholism o Genetic screening 
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Employees, customers, and others believe that their religious, political, and 
social beliefs are personal and should not be subject to snooping or analysis, 
although there are exceptions—such as being employed by a church or a 
political party. The same view applies to personal acts, conversations, and 
locations such as company lavatories and private homes. Exceptions are permit- 
ted grudgingly only when job involvement is clearly proved, and burden of 
proof is on the employer. For example, it may be appropriate to know that a 
bank teller is deeply in debt as a result of betting on horse races, or that an 
applicant for a national credit card twice has been convicted for stealing and 
using credit cards. 


One research study surveyed over 2000 employees to determine when they per- 
ceived that their privacy had been invaded.? Four conditions led to perceptions of 
invasion: perma (versus performance) information was used, no permission was 
obtained before disclosure, there were unfavorable consequences, and the dis- 
closure was external (rather than inside the company). Clearly, these situations 
should be minimized to avoid employee reactions. 


Policy guidelines relating to privacy 


Because of the importance of employee privacy, most large employers have 
developed policy guidelines to protect it. These guidelines also help establish 
uniform practices and make it easier to handle any unusual situations that may 
develop. Following are some of the policy guidelines on privacy that organiza- 
tions are using:® 


m Relevance Only necessary, useful information should be recorded and 
retained. Obsolete information should be removed periodically. 


m Notice There should be no personal data system that is unknown to an 
employee. 

" Fiduciary duly The keeper of the information is responsible for its se- 
curity. 


m Confidentiality Information should be released only to those who have a 
need to know, and release outside the organization normally should occur 
only with the employee's permission. 

m Due process The employee should be able to examine records and chal- 
lenge them if they appear incorrect. 

m Protection of the psyche The employee's inner self should not be invaded 
or exposed except with prior consent and for compelling reasons. 


Surveillance devices 


Protection of the psyche, for example, means that, except for compelling 
reasons, there should be no surveillance of private places such as locker rooms 
or secret surveillance unknown to the employee, as with secret listening 
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devices. Surveillance that is known to employees and has a compelling job 
reason usually is not considered to be an undue infringement on privacy. 
Banks, for example, have hidden cameras that make photographs during rob- 
beries. These photographs include employees, but this hardly infringes on 
their privacy provided that use of the photographs is confined to the original 
purpose. 


An example of regular surveillance is provided by a fast-food chain that installed 
moving-picture cameras in a number of its stores. The camera photographed the 
cash register whenever it was open. Employees knew that it was there to control 
theft, although it also could photograph robberies. The camera worked effectively, 
providing an unexpected increase of about 10 percent in receipts. 


The polygraph 

Science has determined that conscience usually causes physiological changes 
when a person tells a significant lie. The polygraph (lie detector) is an instru- 
ment that was developed on the basis of this information. It is used extensively 
in business, primarily to control the multibillion-dollar problem of employee 
theft and to deal with other matters involving honesty among employees. Two 
issues have occasionally arisen when the polygraph is used, and these concern 
its validity and invasion of privacy. The validity of the polygraph, although 
high, needs further improvement to minimize the risk of falsely identifying 
innocent individuals.? In regard to the second issue, some people believe that 
the use of the polygraph tends to invade their privacy. Consequently, about 
half of the states and the United States government now regulate its use. 

If these two issues could be constructively addressed, the use of the poly- 
graph might actually help to protect some employee interests. For example, 
dishonest employees may take property of other employees, cast suspicion on 
them in case of theft, or place them in compromising situations that threaten 
their jobs; and polygraph use can discourage these types of behaviors. In some 
situations it may even help employees develop a more effective working 
environment. 

The nature of the polygraph examination allows it to be given only with a 
person's consent, so the examinee has a choice of refusing the test. However, 
refusal may lead to suspicions that will reduce a person's chances of getting and 
keeping a job. Employees especially object to having to prove themselves 
innocent, that is, take a test routinely even when no theft has been discovered 
or no evidence points to them as thieves. They object less to a specific test 
about a specific known theft of major proportions. In this situation they may 
welcome a test to take the pressure of suspicion off them. 

Another type of lie detector is the psychological stress evaluator. Yt analyzes 
changes in voice patterns to determine whether a lie is being told. It requires 
no hookup to a machine, as a polygraph does. As with the polygraph, the test 
taker's own conscience provides the evidence by showing stress when a signifi- 


cant lie is told. 
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Treatment of alcoholism 


Alcoholism presents major medical and job problems, so employers need to 
develop responsible policies and programs to deal with it without endangering 
rights of privacy. It is estimated that between 5 and 10 percent of employees 
are alcoholics and that they cost employers more than $10 billion annually in 
absenteeism, poor work, lost productivity, and related costs. Absence rates for 
alcoholic employees are two to four times those of other employees. 

Alcoholics are found in all types of industries, occupations, and job levels. 
Sometimes the job environment may contribute to an employee's alcoholism, 
but the employee's personal habits and problems are also major contributors. 
In some instances employees are well on the road to alcoholism before they are 
hired. 


REASONS FOR COMPANY PROGRAMS Regardless of the causes of alcoholism, an 
increasing number of firms are recognizing that they have a role to play in 
helping alcoholics control or break their habit.!9 One reason is that the firm and 
employee already have a working relationship on which they can build. A 
second is that any success with the employee will save both a valuable person 
for the company and a valuable citizen for society. A third reason is that the job 
appears to be the best environment for supporting recovery because a job helps 
an alcoholic retain a self-image as a useful person in society. 


SUCCESSFULPROGRAMS Successful employer programs treat alcoholism as an 
illness, focus on the job behavior caused by alcoholism, and provide both 
medical help and psychological support for alcoholics. As shown in Figure 17-3, 
the company demonstrates to alcoholics that it wants to help them and is willing 
to work with them over an extended period of time. A nonthreatening atmo- 
sphere is provided; however, there is always the implied threat that alcohol- 
induced behavior cannot be tolerated indefinitely. For example, if an employee 
refuses treatment and unsatisfactory behavior continues, the employer has 
little choice other than dismissal. 


Following is the way that one company program operates. Assume that a supervisor 
named Mary Cortez notices that an employee named Bill Revson has a record of 
tardiness and absenteeism, poor work, an exhausted appearance, and related symp- 
toms that may indicate alcoholism or another serious problem. She discusses only 
Revson's job behavior with him, giving him a chance to correct himself. When 
Revson's reinen ap dee Cortez asks Revson to meet with her in the 
presence of a 1 presents her evidence of job behavior 
and then leaves the room so that the employee and en the 
situation privately. 

In other instances medical examinations uncover alcoholism or an employee 
voluntarily asks for help. As soon as the problem is brought into the open, the 
treatment program is initiated in a supportive atmosphere. It may involve hospi- 
talization for the employee. Throughout the procedure the company is patient but 
firm. Using the approach just described, the firm has achieved a recovery rate of 
over percent. 
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FIGURE 17-3 
Program for 
treatment of 
employee alcoholics 
and drug abusers 
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Employee develops 
problem. 


Supervisor initiates 
job-oriented action. 


Problem is Problem 
solved. continues. 


Supervisor and 


employee meet 
with counselor. 


Problem is Problem 
solved. continues. 


Counselor recommends 


treatment. 
Treatment is Treatment is 
accepted. refused. 
Problem is Treatment Problem is Problem 
solved. fails. solved. geninuet. 
Employee is Employee is 
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Drug abuse 


Abuse of drugs other than alcohol, particularly if used at work, may cause 
severe problems for the individual, the employer, and other employees. These 
drugs may include heroin, cocaine, and marijuana, or the abuse may stem ike 
the improper use of stimulants, barbiturates, and tranquilizers. In some jol 
situations (such as pilot, surgeon, railroad engineer, or crane operator) the 
direct effects of drug abuse can be disastrous. 


TESTING em rs, the direct consequences of employee drug 
ius are n Kan: ees theft to support drug habits costs industry 
billions each year. Absentee rates for workers with drug problems may be as 
much as sixteen times higher than for nonusers, with accident rates four times 
as high. The lost productivity and additional health costs have been estimated 
to total as high as $70 billion annually. In addition, drug abuse takes a tragic 
on society. 
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Careful supervision 


FIGURE 17-4 

Policy statement of 
Employers Insurance 
of Wausau on its 
drug-abuse and 
mental health 
program 


Reprinted with permission 
of the company 
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Many companies have adopted a policy of drug testing of both new and 
current employees. The tests may be done on a periodic schedule, be admin- 
istered randomly, or only be given when there is reason to suspect an em- 
ployee. These testing policies are often highly controversial. One reason is that 
many of the tests are not satisfactorily accurate.!? Tests may fail to identify 
some drug users, while other employees may be incorrectly identified as users 
because the food they ate or prescription drugs they took produced an inap- 
propriately positive reaction. Usually, further investigation will support their 
innocence, but the harm to their reputation may already have occurred. 
Another objection to drug testing is the fear that it will reveal other medical 
conditions that an employee may prefer to keep private. 


Methods used to detect and control drug abuse are widespread. IBM began a policy 
of mandatory drug testing of all potential new employees. General Motors hired 
private agents to uncover cocaine sellers and users in its assembly plants. Over half 
of the largest industrial corporations in the United States now screen their appli- 
cants for die use, and many more have policies under review for possible imple- 
mentation, 13 


TREATMENT PROGRAMS Company programs for treatment of drug abuse other 
than alcohol usually follow the same patterns as programs on alcoholism except 
that hard-drug treatment may be controlled more strictly because of the hard- 
drug user's greater probability of criminal behavior on the job. Most firms 
combine treatment of alcoholism, drug abuse, and related difficulties into 
employee assistance programs (EAPs). These programs identify and treat the 
problems of employees that are affecting their productivity or hindering their 
personal well-being. Normally the programs focus on both prevention and 
treatment. Figure 17-4 gives the policy statement of an insurance company on 
this subject. 


HIRING FORMER DRUG USERS Many firms are reluctant to hire former hard- 
drug users. Others, recognizing a need to provide jobs for those who have 


Our company recognizes alcoholism, mental health problems, and drug abuse as ilinesses 
that can be successfully treated. Our people who need help in these areas will be given the 
same consideration as those with other illnesses. It is our goal to help those who develop 


EE 
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recovered, are experimenting with carefully supervised employment pro- 
grams. For example, one company employed recovered heroin addicts with the 
employment condition that they regularly provide urine specimens for analysis 
to determine that they had not resumed use of heroin or certain other hard 
drugs. Is this an unwarranted invasion of privacy, or is it justified because of the 
danger of criminal behavior if the employee returns to hard drugs? 


The Equitable Life Assurance Society audited its rehabilitation program for drug 
users and found that the program was successful.!4 The audit covered forty-six 
former drug users during a rehabilitation period of nearly ten years. There was no 
significant difference between former drug users and other employees with regard 
to data such as promotions, turnover, job performance, attendance, and punc- 
tuality. The audit concluded that when former drug abusers are properly selected, 
placed, and supervised, their performance tends to be about the same as that of 
regular employees. 


Genetic testing 


The controversy over employee privacy rights has also emerged in the area of 
genetic testing. ?5 New developments in the field of genetics allow increasingly 
accurate predictions as to whether an employee may be genetically susceptible 
to one or more types of illness or harmful substances. Positive uses of this 
information include transferring the susceptible employees to other work areas 
where they will not be exposed to the substances, providing health warnings, 
and developing protective measures to shield the employees from danger. A 
risk exists, however, in the situation in which present employees or job 
applicants are screened on the basis of these genetic predispositions, and the 
information is used to discriminate against them in an organization's attempt to 
minimize its future health costs. Genetic testing creates a dilemma for employ- 
ers, who need to monitor the presence of harmful substances in the workplace 
in order to minimize or eliminate health risks to employees. The advantages 
must be weighed against the costs, however, as employees may feel that 
genetic testing is yet another invasion of their privacy. 


DISCIPLINE 


The area of discipline can have a strong impact on the individual in the 
organization. Discipline is management action to enforce organizational stan- 
dards. There are two types, preventive and corrective. !6 


Preventive discipline 

Preventive discipline is action taken to encourage employees to follow standards 
and rules so that infractions do not occur. The basic objective is to encourage 
employee self-discipline. In this way the employees maintain their own disci- 


Objectives of 


disciplinary action 


Discharge 
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pline rather than having management impose it. A self-disciplined group is a 
source of pride in any organization. 

Management has the responsibility for building an organizational climate of 
preventive discipline. In doing so, it makes its standards known and under- 
stood. If employees do not know what standards they are expected to uphold, 
their conduct is likely to be erratic or misdirected. Employees are more likely 
to support standards that they have helped create. They also will give more 
support to standards that are stated positively instead of negatively, such as 
"Safety first!" rather than "Don't be careless!" They usually want to know the 
reasons behind a standard so that it will make sense to them. 

Preventive discipline is a system relationship, so management needs to work 
with all parts of the system in order to develop it. 


Corrective discipline 

Corrective discipline is an action that follows infraction of a rule; it seeks to 
discourage further infractions so that future acts will be in compliance with 
standards. Typically the corrective action is a penalty of some type and is called 
a disciplinary action. Examples are a warning or suspension with or without 


pay. "7 
The objectives of disciplinary action are as follows: 


m To reform the offender 
m To deter others from similar actions 
m To maintain consistent, effective group standards 


The objectives of disciplinary action are positive. They are educational and 
corrective. The goal is to improve the future rather than punish for the past. 

The ultimate disciplinary action is discharge, which is separation from the 
company for cause. It has been said that every employee discharge is evidence 
of management failure, but this view is not realistic. Neither managers nor 
employees are perfect; so some problems cannot be solved regardless of how 
hard people try. Sometimes it is better for an employee to go somewhere else. 
There are limits to how much effort an organization can devote to retaining à 
poor employee, because that employee's poor performance may affect others 
adversely, as shown here. 


A manager of a school lunchroom had an autocratic, incompetent supervisor of food 
service whom he should have fired but decided to retain in order to help her. The 
next fall no employees returned to this department, and no students were on the 
part-time employment list. During the year he fired her, and the following fall a 
normal number of employees and students returned to this department. In other 
words, by retaining her originally, he lost all the other employees! 


The lunchroom example illustrates that corrective discipline may have both 
positive and negative human effects, even though its purpose is positive. On 


What does due 
process involve? 


Warning 


Immediate 
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the positive side, it may reform the offender and protect the interest of others. 
On the negative side, it may involve punishment as defined by Skinner's 
behavior modification, discussed in Chapter 5. This can lead to undesirable 
side effects such as emotional reactions, resignation, absence, and fear of the 
supervisor. 


Due process 


Corrective discipline requires attention to due process, which means that 
procedures show concern for the rights of the employee involved. Due process 
defines the conditions for responsible use of discipline. Labor unions and 
arbitrators insist on it, and it is required in decisions that relate to government 
regulations, such as those for equal employment opportunity. 

Major requirements for due process include the following: 


m A presumption of innocence until reasonable proof of an employee's role in 
an offense is presented 


m The right to be heard and in some cases to be represented by another person 
m Discipline that is reasonable in relation to the offense involved 


The hot-stove rule 


A useful guide for corrective discipline is the hot-stove rule, as shown in Figure 
17-5.18 The hot-stove rule states that disciplinary action should have charac- 
teristics similar to the consequences a person suffers from touching a hot stove. 
That is, discipline should be imposed with warning and should be immediate, 
consistent, and impersonal. 

Warning is essential. It requires communication of the rules to all employ- 
ees. If an employee can show that management failed to give adequate notice of 
rules, management will have difficulty justifying the discipline before a union 
or an arbitrator. 

Discipline also should be immediate. When the discipline quickly follows an 
infraction, there is a connection between the two events in the employee's 
mind and hence less probability for a future infraction. 

Consistent discipline is required because consistency is an important part of 
fairness. Lack of consistency causes employees to feel discriminated against. If 
the person receiving the more severe penalty is a minority employee, then 
charges of illegal discrimination may be filed, and the employer may be 
required to prepare a costly defense of the action. 


Disciplinary action should be like the penalty for touching a hot stove: 


o With warning o Consistent 
o Immediate o Impersonal 
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Inconsistency may imply unfairness both to the penalized employee and to others. 
For example, ure Rosie erts rtr Fx d "no smoking" rule on numerous 
occasions. Then employee C disregarded it and "the roof caved in." The employee 
was given a severe reprimand in front of others and a three-day suspension. To 
other employees and to C, this action was inconsistent and unfair. Employees at this 
point did not know what management's real standard of conduct was, and 

deteriorated. Originally they conducted themselves on the basis of how management 
enforced the rule stated by the sign (instead of by the rule itself). When enforcement 
became erratic, they were both confused and resentful of injustice. It is evident in 
this example that consistent application of standards is a key to corrective discipline. 


On the other hand, occasional exceptions are appropriate if they clearly have 
different or extenuating circumstances. The employer's obligation to treat all 
employees alike applies only when their situations are approximately alike. 


Take the case of Audrey, a responsible and conscientious employee who, because of 
a communication error at home and a chain of unfortunate circumstances, fails to 
notify her supervisor of her absence until three days have gone by. Bill, on the other 
hand, is the devil-may-care type who has declared openly that the reason for his 
absence is none of management's business. On the afternoon of the third day, Bill 
sends a telegram from Las Vegas saying, “Car broke down. Hope to return Mon- 
day." In this instance it probably is appropriate to discipline each differently. 


The hot-stove rule also requires that discipline be administered imperson- 
ally, just as a stove will equally burn men and women, young and old. The 
supervisor s like or dislike for an employee is not relevant to disciplinary action. 
Effective discipline separates the wrongful act from one's attitudes about the 
employee as a person. There is a difference between applying a penalty for a 
job not performed and calling an employee a lazy loafer. | 


Progressive discipline 


Most employers apply a policy of progressive discipline, which means that 
there are stronger penalties for repeated offenses. The purpose is to give an 
employee an opportunity for self-correction before more serious penalties are 
applied. Progressive discipline also gives management time to work with an 
employee to help correct infractions, such as unauthorized absences. 

A typical system of progressive discipline is shown in Figure 17-6. The first 
infraction leads to a verbal reprimand by the supervisor. The next infraction 
leads to a written reprimand, with a record placed in the files. Further. 
infractions build up to stronger discipline, leading finally to discharge. How- 
ever, legal restrictions on the employer's right to discharge (termination at 
have become more common in recent years. Usually the personnel de 
is involved by step 3 or sooner in order to ensure that company policy is 
followed consistently in all departments. 
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Steps 1 


FIGURE 17-6 
A progressive 
discipline system 


Some progressive systems allow minor offenses to be removed from the 
record after one to three years, allowing each employee to return to step 1. 
Specified serious offenses, such as fighting or major theft, are usually exempted 
from progressive discipline. An employee who commits these offenses may be 
discharged for the first offense.!? 


A counseling approach to discipline 


Most organizations use counseling in connection with discipline, but a few 
firms have moved a step further and taken a counseling approach to the entire 
procedure. In this approach, an employee is counseled rather than pro- 
gressively penalized for the first few breaches of organizational standards. Here 
is how the program works in one organization. 


discussion with the supervisor, with a focus on correcting causes of the behavior. A 
third violation leads to counseling with both the immediate supervisor and the shift 
supervisor to determine the causes of the employee's malfunction. For example, 
does the employee dislike the job and want a transfer? Is the employee prepared to 
abide by the standard? The result of the discussion is given to the employee in a 
letter. 

A fourth infraction within a reasonable time, such as a year, results in final 
counseling with the superintendent. The offender is released from duty with pay for 
the remainder of the day to consider willingness to abide by standards. The offender 
is told that, regrettably, a further violation will result in termination because it 
shows that the employee is unable or unwilling to work within the standards of the 
organization. 

After a year the record is wiped clean, and any new violation starts at step L 
Certain serious offenses are exempted from the procedure and may result in 
immediate termination. 


The focus of the counseling approach is fact finding and guidance to encour- 
age desirable behavior instead of using penalties to discourage undesirable 
behavior. Emphasis is on "do this," rather than "don't do that." In this manner 
the employee's self-image and dignity are retained and the supervisor-em- 
ployee relationship remains cooperative and constructive. 


Theft as an example 
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THE INDIVIDUAL'S RESPONSIBILITIES 
TO THE ORGANIZATION 


A discussion of the individual in the organization is incomplete if it covers only 
the organization's obligations to the individual. The employment relationship is 
two-way. Without question, the organization has responsibilities to the individ- 
ual, but also—and again without question—the individual has responsibilities 
to the organization. Employment is a mutual social transaction. Each employee 
makes certain membership investments in the organization and expects profit- 
able rewards in return. The organization also invests in the individual, and it, 
too, expects profitable rewards. 

A relationship is profitable for either party when benefits (outputs) are larger 
than costs (inputs) measured in a total value system. In the usual employment 
situation both parties benefit, just as they do in the usual social relationship. — 
Both parties benefit because the social transaction between them produces new - 
values that exceed the investment each makes. 

The profitable relationship deteriorates if either party fails to act responsibly 
toward the needs of the other. The employees can fail to act responsibly, just as 
the organization can. If they do, they can expect the organization to respond by 
using tight controls to try to maintain a successful operating system. 

Consider the matter of theft, which was mentioned in connection with the f 
polygraph. Overlook for the moment the legal-ethical-moral views of theft. 
From the point of view of the organizational system only, theft interferes with 
work operations. It upsets schedules and budgets. It causes reorders. It calls for 
more controls. In sum, it reduces both the reliability and the productivity of 
the organizational system. There is less output for the individual as well as for 
the organization. In this situation the organization must act to protect other - 
employees as well as itself. 


Organizational citizenship 

As the social exchange idea is extended even further, it becomes evident that 
employees are expected to go beyond their job descriptions and be g 
organizational citizens in the same way that the organization is expected to bea 
good citizen in the broader society in which it operates.2° Employees who are 
organizational citizens engage in positive social acts designed to help others, 
such as volunteering their efforts on special projects, sharing their resources, 
and cooperating with others. They also are expected to use their talents and 
energies fully to help the organization achieve its goals. 

However, good citizenship does not extend to expecting an employee t0 
support illegal activities of the organization or activities which seriously violate 
social standards. For example, when management disregards internal opposi- 
tion to wrongful acts or fails to disclose information about defective products, à? 
employee may become a whistle-blower and disclose the alleged misconduct t0 
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the public. Typical disclosures have been price-fixing, fraud, or products with 
inadequate safeguards for consumers.?! 


Research studies indicate which employees are more likely to be whistle-blowers in 
organizations.?? They are workers who have strong evidence of wrongdoing, believe 
it to be a serious problem, and feel that it directly affects them. Some employees 
blow the whistle because they feel obligated to protect the public, while others do so 
in retaliation for the treatment they have received from the organization. 


By going public, whistle-blowers hope to bring pressure on the organization 
to correct the problem. Although the legal system generally is protective of 
them, some employees have been the subject of employer retaliation, such as 
harassment, transfer, or discharge. The need for whistle-blowing can be dimin- 
ished by creating a variety of ways for employees to voice their concerns inside 
the organization.?? Constructive devices for this purpose include suggestion 
systems, survey feedback, and employee-management meetings. 


SUMMARY 


Some areas of individual-organization conflict are conformity, legitimacy of 
organizational influence, rights of privacy, and discipline. The main concern is 
to ensure that the employee's activities and choices are not unduly controlled 
by the organization. In order to protect both the organization and the worker, 
companies usually develop policies to guide their decisions about privacy, 
drug-abuse programs, and similar activities. 

Both preventive and corrective discipline are important. Preventive disci- 
pline encourages employees to maintain discipline among themselves. Correc- 
tive discipline is applied when employees materially fail to meet standards. It 
seeks to reform the offender, deter others, and maintain standards. Due 
process and the hot-stove rule are useful guidelines. Most firms use progressive 
discipline, and some use a counseling approach. 

Essentially the social transaction of employment is a two-way street with 
mutual responsibilities between the individual and the organization. One way 
by which these mutual responsibilities are clarified and maintained is through 
collective bargaining with unions, which is discussed in the next chapter. 


Term and Avi 


Conformity Due process 

Learned helplessness Hot-stove rule 

Legitimacy of organizational influence Progressive discipline 

Rights of privacy Individual-organization responsibilities 
Polygraph Organizational citizenship 

Preventive discipline Whistle-blowers 
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1 Think of a job that you have had or now have. Discuss any conformity that 
was required that you felt was unfair. 

2 Still considering the job in question 1, were there any ways in which you 
were not responsible toward the organization or took unfair advantage of it? 
Discuss. 

3 Still thinking of the job in question 1, did you feel that the employer 
invaded your right to privacy in any way? Discuss. Did the employer have a 
policy with regard to right of privacy? 

4 Assume that you are going to an interview for a job as a teller with a bank 
and learn that a polygraph will be used to explore your history of honesty. 
Describe how you would feel, and why. 

5 Do any students you know exhibit learned helplessness? Describe their 
behavior, and explain why you think they act that way. 

6 Explain the basic model of legitimacy of organizational influence. Does it 
seem to be a reasonable one within which you could work? 

7 Form into small groups and visit a company to discuss its program for the 
treatment of alcoholism and hard-drug abuse. Then report the program to 
your classroom group and give your appraisal of its effectiveness. 

8 Think of the job selected in question 1, and discuss the ways in which 
management applied both preventive and corrective discipline. 

9 Discuss both due process and the hot-stove rule as guidelines for corrective 
discipline. Do you consider them fair and useful guidelines? 

10 Consider your own role as a possible whistle-blower. Under what condi- 
tions would you publicly criticize your employer or another employee? 


TL nccdinte’ 

PRIVILEGES FOR AN EMPLOYEE 

Margie Wheeler, a divorcee with one child, is a bank clerk. She has had an 
excellent record for three years. In fact, she is so good that she has been given 
the added duty of instructing new employees in her department. 

About three weeks ago management noticed a change in Margie's work 
attitude and habits. She became moody and irritable, seeming to have her 
mind on something else. She was absent from her work area for long periods 
during the day making telephone calls. She also left work early on seve 
occasions. On two Mondays she took sick leave, reporting that she had influ- 
enza on one of the days. Her manager assumed that she had some sort of 
temporary personal problem; so he let her take advantage of the rules by 
overstaying her coffee break and otherwise not performing her work. It was 
rumored around the office that she was dating a married man and had been 
taking long breaks in order to visit him in the office of another company in the 
building, but her manager had no proof of this rumor. 
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One morning à respected senior office clerk came to the manager and 
reported that other employees were resentful of Margie because they felt 
management was making exceptions for her that it would not make for other 
employees. The clerk added that Margie was not performing her work and that 
other employees were "at the point of revolt." 


Questions 

Assuming you are the manager, explain what you will do and why. To what extent will 
you expect Margie to conform to the bank's standards? To the group's standards? To 
what extent will you respect Margie's rights of privacy in this situation? 


TWO ACCOUNTING CLERKS 

Rosemary Janis and Mary Lopez were the only two clerks handling payments 
from customers in the office of Atlantic Plumbing Supply Company. They 
reported to the owner of the business. Janis had been employed for eighteen 
months and Lopez for fourteen months. Both were community college gradu- 
ates, about twenty-three years old, and unmarried. ‘ 

By manipulating the accounts in a rather ingenious way that would not 
normally be detected, Janis was stealing from account payments as they were 
received. During her third month of employment, Lopez learned of Janis's 
thefts, but she decided not to tell management, rationalizing that Janis's 
personal conduct was none of her business. Lopez did not benefit from Janis’s 
thefts, and the two women were not close friends. Their duties allowed them to 
work rather independently of each other, each handling a different alphabetical 
portion of the accounts. 

By the time the owner learned of Janis’s thefts, she had stolen approximately 
$5700. During investigation of the thefts the owner learned that Lopez had 
known about them for several months, because it was evident that the thefts 
could not have occurred for an extended period without Lopez s knowledge. At 
the time of employment, both women had been instructed by the owner that 
they would be handling money and that therefore strict honesty would be 
required of them. 


Questions 

1 What issues are raised by these events? Discuss. 

2 What disciplinary action, if any, do you recommend for each of the two women? Why? 
Will the discipline be preventive, corrective, or both? What about due process? Is 


failure to "blow the whistle" an issue? 
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ot all employers deal with labor unions, but a number of 
them do. A union is a distinct organization separate from an 
employer. On the other hand, it is the closest of all separate 
organizations because its membership consists of employ- 
ees, its interests concern conditions of employment, and its 
primary activity is representing worker interests to management. Observe in 
the following situation how readily the union became involved in work issues. 


built union solidarity. 


The subject of union-management relations is called labor relations, or 
industrial relations.? In this chapter we examine the union's role in the work 
environment, collective bargaining, grievance systems, and union response to 
the postindustrial labor force. Not all aspects of labor relations are discussed. 
Instead, we focus on those items that especially affect organizational behavior. 


THE UNION'S ROLE IN AN 
ORGANIZATION 


A labor union is an association of employees formed for the primary purpose of 
influencing an employer's decisions about conditions of employment. It also 
may engage in fraternal activities, political action, and related activities. It is a 
social group, and it brings to the work environment a second formal organiza- 
tion, as shown in Figure 18-1. The union hierarchy sits alongside the manage- 
ment hierarchy, and the employee becomes a member of both. Sometimes this 
arrangement is beneficial to workers, because when their wants are not satis- 
fied by management, they can turn to the union for help. At other times this 
arrangement is stressful, because each organization makes some conflicting 
demands on workers. 

A second formal organization greatly increases the interaction relationships 
that can occur, some of which are shown by the lines in Figure 18-1. Looking 
only at the mathematics of the situation, the introduction of a second hierarchy 
causes a geometric increase in relationships, which tremendously complicates 
human interaction. Although no more people are added, most of them are now 
playing two formal roles, one as union member and one as company employee. 

The union also introduces a second set of informal organizations. These 
informal groups are built around union interests and activities, and they are 
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ignored. 


Union membership 


Labor-union membership in the United States historically has ranged between 
20 and 25 percent of the total labor force. Although unions have generally 


size has gradually declined (see Figure 18-2). This was probably the result of a 


decrease in manufacturing jobs 


and a sharp increase in service-related jobs, 


where unions have had a harder time organizing workers. Even though the 


current level of union members 


is not a large proportion, it does represent à 
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powerfül economic, social, and political force in the work environment. Labor 
unions are vocal, influential, and often have a significant effect on wages, 
benefits, and working conditions for nonunion employees as well as union 
members. 

Labor unions are stronger in some industries and occupations than in others. 
For example, only a few professional engineers belong to unions, but unions 
are a dominant force among automobile workers, miners, and steelworkers. A 
high proportion of federal employees belong to a labor organization, but the 
proportion of unionized state employees varies sharply from state to state. 


Labor legislation 
Labor relations in the United States are governed by a variety of state and 
federal laws. Three important laws are summarized in the following para- 


graphs. 


ees, both union and nonunion, 
the National Labor Relations Board (NLRB). 


LABOR-MANAGEMENT RELATIONS ACT The Labor-Management Relations Act 


(LMRA) of 1947 defines and prohibits certain unfair labor practices on the part 


Bargaining is a 
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of unions similar to those specified earlier for employers. It also establishes a 
procedure for handling strikes that cause national emergencies. 


THE LABOR-MANAGEMENT REPORTING AND DISCLOSURE ACT The Labor- 
Management Reporting and Disclosure Act of 1959 provides further controls of 
improper practices such as the misuse of funds by unions. Controls are applied 
through a number of reports that labor and management must file with the 
secretary of labor. The act also provides certain rights to union members, such 
as freedom of speech in union meetings and participation in union elections. 
As a whole, the various laws provide a government-regulated system of 
collective bargaining. Bargainers remain free to reach their own agreements, 
but their activities are regulated closely to ensure fairness and good faith. 


COLLECTIVE BARGAINING 


Collective bargaining is the negotiation between representatives of manage- 
ment and labor to produce a written agreement covering terms and conditions 
of employment. It essentially is a compromise and balancing of opposing 
pressures of two social groups who have enough mutual interests to work 
together. Pressures at the bargaining table usually are framed in economic and 
technical terms; yet bargaining overall is a social process. The objective of 
collective bargaining is to work toward a new equilibrium of social forces and to 
make it easier to maintain this new equilibrium. To the extent that these 
pressures can be reconciled, conflict can be reduced. 

Though it presents difficulties, collective bargaining is a useful practice to 
help preserve labor-management autonomy in a free society. If we require 
labor disputes to be settled by third parties, labor and management freedoms 
will be reduced. Collective bargaining, therefore, serves long-run interests ofa 
free society as well as the interests of labor and management. 

Bargaining is permitted for federal and state civil service employees and 
many local government employees as well as employees in private organiza- 
tions. Bargaining for government employees tends to be more limited, and it 
may not include the right to strike against government. Because of these 
limitations, government unions tend to rely more heavily on political activity 
and arbitration of unsettled issues. 


A continuous process 


People sometimes look upon collective bargaining as an affair that is conducted 
annually or less often and then is finished and forgotten until the next time for 
bargaining rolls around. This is the way they read about bargaining in the 
public press, so they think there is no more to it. This viewpoint is shared by 
some managers. As one manager put it, "Thank goodness, bargaining ! 
finished for this year. Now we can get down to business!" 
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Actually, this view of periodic bargaining recognizes only a part of the whole 
picture. From the behavioral point of view, collective bargaining is a continu- 
ous process. It is true that formal negotiations around a bargaining table take 
place only periodically; but after the contract is signed, a number of other parts 
of the bargaining process remain to be performed. The contract must be 
communicated to managers, employees, and union officers. After that, it must 
be interpreted. New situations, not exactly spelled out in the contract, always 
arise. They require management and union representatives to get together to 
try to interpret what the contract says or what they meant it to say. Decisions 
must be made concerning whether something is or is not covered by the 
contract. 

All the while, as these interpretations are being made, both parties are 
watching for flaws in their contracts so that they can introduce amendments at 
the next negotiation period. They also are studying local, industrywide, and 
nationwide labor relations developments to see how their own contract may be 
affected. This means that while the old contract is being interpreted (and 
according to the way that it is interpreted), plans for negotiating a new contract 
are under way. Truly, overall collective bargaining is a continuous process, and 
the contract is a living document. 


Planning for negotiations 


In planning for negotiations, management first takes stock of the present state 
of its labor relations, because each forthcoming bargaining period is built upon 
what has gone before. If labor relations are poor and the union is antagonistic, 
the next bargaining session will tend to be antagonistic also. However, if labor 
relations have matured to a state of active cooperation, bargaining should be 
reasonable and responsible. 

In appraising the current state of labor relations, management should not 
overlook conditions within the union. If there is trouble here, it may. spill over 
into the bargaining sessions. Is the union leadership competent? Are there 
rivalries between two or more factions? Questions like these must be consid- 
ered in order to predict what kinds of attitudes the employer will face across the 
bargaining table. 

Top management, with the guidance of other members of management, is 
responsible for developing the basic bargaining strategy. It then appoints the 
bargaining team and works with the team to develop an effective bargaining 
plan. Usually the top manager assigns the actual bargaining process to the labor 
relations director or another qualified manager. 


Supervisory 


The role of attitudes 
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In planning for negotiations, top management needs to encourage participa- 
tion by its supervisors and middle managers. These are the people who actually 
live with the current contract day by day, and they know much about where it 
is weak and strong. Furthermore, these are the people who will administer the 
new contract, and they will give the contract better support if they can 
participate in the changes that are made. If their voice is heard—and heard in 
advance—they should feel more responsible for making the contract work. 


For example, management in one firm asked supervisors to report three times a 
week what the employees were talking about in their daily work. The personnel 
department organized the material and placed a report about employee thinking on 
the negotiating team's desk the next morning before negotiations started. This quick 
feedback was helpful to the team. 


One or more supervisors often are included on the bargaining team. If they 
are not, the team will lack the realistic touch with jobs that the union has, 
because usually most union representatives are acquainted intimately with day- 
to-day problems. 


Constructive attitudes 


Collective bargaining is a flexible, give-and-take group process. It depends 
upon both careful preparation and skillful maneuvering from a flexible position. 
If management takes extreme positions in its bargaining and consistently pep- 
pers the opposition with a categorical "No, we won't," it may have to waste 
much of its energy trying to withdraw itself from this unalterable position. 
Furthermore, this negative attitude sets the wrong emotional tone for bargain- 
ing sessions. 

Some employers attempt to build constructive attitudes by having pre- 
negotiation conferences in which no direct bargaining confrontation takes 
place. The parties discuss mutual problems and try to obtain agreement on facts 
such as current wages and job classifications. In this way some agreement on 
the current situation is reached before agreement on new demands is sought. 

Bargaining attitudes are important.” If managers do not accept the union or if 
union leaders do not accept management, bargaining sessions are likely to be 
emotional and hard-fought. Each group will be defensive because it will feel 
that its survival is being challenged. Individuals also will be defensive and 
emotional if they are personally challenged, and bargaining sessions will deteri- 
orate into personal arguments. 
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On the other hand, attitudes of cooperation and concession can be a powerful 
positive force in collective bargaining. When management makes concessions, 
the union is more likely to do the same. The introduction of plans for labor- 
management cooperation creates positive perceptions of management, and the 
increased trust stimulates concessions by the union. The attitudes and behav- 
iors of top management are often as important as the economic conditions in 
determining the union’s response in negotiations.® 


Bargaining procedures 


Procedures for bargaining sessions have a significant influence on agreement, 
just as attitudes do. If bargaining procedures are not clear, each party never 
quite understands what the other is doing, and agreement becomes almost 
impossible until they can begin to communicate with each other. 


BARGAINING ROLES For example, what is the role of a lawyer at the bargain- 
ing table? Is the lawyer speaking as a bargaining representative of the em- 
ployer, or only as a legal adviser? The same question also can be asked 
concerning an international union representative if one is present. The ques- 
tion of who will attend and represent the parties in bargaining sessions is an 
important one. Each side will have a chief negotiator, but usually more than 
one person will speak across the bargaining table as a negotiator. However, it is 
wise to limit the size of the negotiating committee, because this reduces human 
relationships to a reasonable number. If the group is small, all active nego- 
tiators can get to know each other fairly well as negotiations develop. 


ADVISERS AND OBSERVERS It is common practice for both sides to have 
present a number of nonnegotiating advisers and observers. The advisers deal 
only with their own negotiators rather than across the table. The observers 
usually listen only. They often are used as a means of communicating the 
current state of negotiations to those who cannot attend. Management, for 
example, may have its supervisors attend bargaining sessions on a rotating 
basis. In some cases the supervisors select their own delegates. The union may 
encourage stewards or rank-and-file members to attend in order to keep them 
informed and to assure them that their union leaders are working diligently 
and making no “sellout” to management. 


Bargaining tactics 


There are a number of tactics that bargainers use to improve their bargaining.’ 
Following are four tactics that typically are used. 


COUNTERPROPOSALS All negotiators use counterproposals in an effort to get 
the two sides closer together. A counterproposal is an offer suggested as an 
alternative to a previous proposal by the other party, in the hopes that both 
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sides will find it more acceptable. To take an example, if the union asked for a 
20-cent wage increase, management might offer a 16-cent increase to skilled 
workers and 8 cents to all others or offer a pension plan costing 12 cents in lieu 
of any wage increase. Since the union typically does most of the asking during 
negotiations, management will be wise to introduce whatever elements it can 
to reverse this one-way relationship and gain some initiative. 

There are several advantages to counterproposals. First, they show to the 
other party an attitude of flexibility and an honest attempt to make progress. A 
counterproposal also gives one side the opportunity to take the initiative and 
shape the proposed solution in terms most favorable to it. In addition, coun- 
terproposals generally include some degree of compromise so that a series of 
them edges the negotiations toward resolution. Even the search for coun- 
terproposals can be useful, as it encourages the parties to be creative in how 
they look at and talk about the conflict before them. 


TRADE-OFFS Another tactic used is the trade-off, which is an offer to give up 
on one issue in exchange for “winning” another. For example, the firm may 
offer an additional paid holiday if the union will agree to more flexibility in work 
rules. Although neither side wants to give up its item, the exchange may be 
perceived as favorable to each. Whereas counterproposals gradually move the 
two sides together, trade-offs can greatly expedite resolution of differences. 

A special form of trade-off, concession bargaining, emerged in the 1980s 
when a changing balance of power forced many unions to give up some rights 
and conditions they had previously won.!? In this case the trade-off became à 
powerful tool because severe economic conditions allowed organizations to use 
the threat of job loss to obtain substantial cuts in the level of wages and 
benefits. Unions were forced to trade part of their economic package for job 
security. 


ARECESS One important tactical device is a recess. It is obviously useful when 
negotiators become fatigued, but more importantly, it is a means for the 
bargaining committee to take a break to discuss some point privately. if 
members of a committee show disagreement among themselves, this may 
indicate weakness to the other side; so when a knotty problem arises, some 
member may request a recess. This allows either party to work out the problem 
in private and return to the meeting with a united front. A recess also gives onè 
party time to work out of a difficult position. Just as a football team calls "Time 
out" when the going gets tough, a negotiating committee should recess !? 
reconsider its position, assemble more information, develop a counterproposal, 
or consult higher authority. 


DELAY OF ITEMS When some negotiators reach an especially troublesome 
issue that is blocking negotiations, they request that it be tabled and then taken 
up in later meetings. They hope that meanwhile the situation will change ' 
make the issue more easily resolved. In some bargaining sessions there 5 
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mutual agreement to begin negotiations with the easy or minor problems, 
gradually working up to the more difficult ones. Subcommittees may be used to 
get a difficult problem out of the mainstream of bargaining into the quieter 
environment of a smaller group. 


PUBLICITY The parties in a negotiation sometimes find it useful to affect 
public opinion, in hopes of bringing additional pressure to bear on their 
opponents. For example, a corporation may place a large ad in a local paper 
explaining its position in the negotiations, especially when it feels other news 
coverage has been incomplete. Unions have experimented with the strategy of 
telling their story to focused segments of the community through various 
publicity campaigns.!! By lawsuits, demonstrations, and advertising, unions 
bring pressure both directly on the employer and indirectly through groups 
with economic power such as lenders, insurance companies, and retailers. 
Either unions or corporations also may take their publicity campaign directly to 
stockholders by massive letter-writing programs. These are all potentially 
useful strategies to gain additional leverage in the negotiation process. 


MEDIATION Ifan agreement cannot be reached, a mediator may be brought to 
the scene by one of the parties or by government. The mediator's role is that of 
an outside specialist who encourages the negotiating parties to come to an 
agreement. Mediators have wide experience and a fresh viewpoint, so they 
may be able to suggest settlements not previously considered. Mediators also 
help hold down emotionalism and use persuasion to try to get the parties to 
come to agreement. 

From a human point of view, an important mediator role is that of confiden- 
tial intermediary carrying messages and viewpoints from one party to the other. 
This enables the negotiators to sound out each other without formally commit- 
ting themselves. Here is a simplified version of how this worked in one 


company: 


Management hinted to the mediator that it might raise its wage offer to 24 cents if 
the union would drop the thorny job-security issue. The mediator, Roy Korman, 
hurried across the street to union headquarters and suggested that he might be able 
to get management to come up to 24 cents on its wage offer, but he didn’t think 
management would accept the demand for job security. The union officers hinted 
that they couldn't sell that kind of to the membership, unless it included a 
seventh holiday. After receiving information, the mediator had another talk 


with management the next day, and so on. 


Other options 

If mediation fails, two options for resolution of the impasse remain. One is a 
strike, which is a work stoppage called by a union to place bargaining pressure 
on management. The other alternative is contract arbitration, also called 
interest arbitration, which is primarily used in the public sector where the 
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Problem-solving 
be successful. 


PART 5 Social environment 


strike option is prohibited for most employees. Contract arbitration is the use of 
a third party to make final and binding decisions on major bargaining issues. 
The decision then becomes part of the labor contract. 

From a behavioral standpoint, there are both merits and weaknesses in 
interest arbitration. On the positive side, it does provide finality to negotia- 
tions, and the threat of arbitration may produce an incentive to negotiate. 
However, it may also discourage negotiators from bargaining seriously, because 
they know that the arbitration process usually results in compromise. Clearly, 
there is no simple solution to the contract settlement process. 


Problem-solving bargaining 


A fundamental difficulty with the usual collective bargaining is that both 
management and labor approach it with a desire to win. Each prepares to do 
battle with the other. This is win-lose bargaining, because each party tries to 
win from the other party a favorable division of limited resources. Both parties 
come to the bargaining table ready to reject as unreasonable the others 
demands. By expecting these things and preparing for them, they create an 
adversarial relationship that tends to cause the expected conduct.!? Genuine 
collaboration becomes almost impossible. Since neither party wants to lose and 
both wish to win, either a bitter fight or a stalemate is likely to occur. If the 
fight gets too rough or the stalemate goes too long, the government is called in, 
thus restricting the combatants' freedom and making them more dependent on 
others. Under these conditions government control probably will expand. 

Though the situation described can be eased in various ways, the machinery 
of conflict is still there. What is needed is a different approach to bargaining. 
Behavioral science theory provides a framework for a better approach, already 
tried successfully by employers. This new approach recognizes union-manage- 
ment conflict as failures in problem solving. It attempts to help the group find 
the causes of its failures, and it directly treats these causes to restore mature 
relations. This is problem-solving bargaining, because it takes a problem- 
solving approach to get joint gain for both parties. 


In one small company the system worked as follows. All persons in a department met 
away from their work for a few days under the guidance of a behavioral scientist in 
order to discuss their perceptions of one another, their goals, and finally their 
problems. Supervisor, workers, steward, and staff were included. They presen 
to management a statement of their problems with desirable solutions. Each depart 
ment did this separately. 

Though the cost of these sessions was considerable, management and union for 
the first time had joint statements of needed changes from the work units them: 
selves. These statements included items previously overlooked by both union and 
management, and they were developed in collaboration, not in bargaining. The 
result was a problem-solving climate for the customary bargaining sessions, and à 
new and superior contract was reached easily. This new contract had the support ^ 
employees because it came from them and fitted their needs. 
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Experience with problem-solving bargaining has shown that useful innova- 
tions can be made— innovations that will help the participants solve their own 
problems instead of depending on outside force. The theory and techniques of 
problem-solving bargaining should be able to improve collective bargaining. 
Some conflict is unavoidable, but it is questionable whether the whole bargain- 
ing process needs to have a conflict orientation, as it usually does in traditional 


win-lose bargaining. 


One key to the success of problem-solving bargaining lies in the use of power sharing 
by management. This process, as used at Eastern Airlines, allows unions access to 
data on both operating expenses and capital investments.!? In addition, the union 
participates in corporate planning and decisions regarding airfares and route 
changes. Since the union’s influence over work procedures also has increased 
sharply, many employees take a much more active interest in suggesting productiv- 


ity improvements. 


Contract settlement and maintenance 


When agreement is reached on any issue, it should be put into writing as 
clearly and concisely as possible, because people with different education, 
interests, and backgrounds will use it. A contract clause is no good unless most 
readers can get the same meaning out of it. The contract is written to stabilize 
relationships rather than confuse them. Legal terminology should be at a 
minimum, because most of those who will use the contract are not lawyers. 
Though the contract must be correct legally, it also must command the emo- 
tional respect of the parties involved; and it will not do this if they cannot 
understand it. Contract clauses can be tested for meaning by having them read 
by supervisors and workers who have not attended negotiations and have only 
the written words to depend upon. 

Signing the contract is only part of the job to be done. The next step is to 
communicate it to those who will work under its rules. Copies are usually 
printed for each supervisor and steward, and it is common practice to provide 
each worker with access to a copy. When there are major contract changes, 
management may decide to hold meetings with supervisors to explain the new 
clauses. Union leaders may do the same for their stewards. Since employer and 
union goals in this instance are the same—better understanding of the con- 
tract—joint meetings sometimes are held. In this way supervisors and stewards 
get identical instructions and are shown that management and union have 
mutual interests in correctly interpreting their contract. Separate meetings, on 
the other hand, give the impression that there are separate management and 

ions regarding the contract. 
——— managers will do most of the contract interpretation, usually 
the human resource staff is responsible for advising managers on difficult 


rpretations and following up to see that interpretations are consistent. In 
the fal analysis a collective-bargaining contract is merely a word symbol of the 
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agreement that is in the minds of the groups involved. The same contract words 
can be interpreted and acted upon in many different ways depending on how 
people feel about them; so the participants try to build sound overall labor- 
management relations in order to get maximum effectiveness out of their 
contract. 14 


GRIEVANCE SYSTEMS 


A grievance system is a formal system by which disputes over working rules are 
expressed, processed, and judged in an organization. Grievance systems are 
used in both unionized and nonunionized organizations. The systems provide a 
means by which alleged wrongs may be reasonably and fairly resolved among 
organizational members. Disputes will arise in any organization, and grievance 
systems offer a socially acceptable way for people to claim their perceived rights 
and occasionally to save face. 


Grievances 


A grievance is defined as any real or imagined feeling of personal injustice that 
an employee has about the employment relationship. (In some unionized orga- 
nizations, a grievance is narrowly limited to mean “any protested violation of 
the labor agreement.") This feeling does not have to be expressed to become a 
grievance. Neither does it have to be true or correct. A feeling that arises from 
imaginary conditions or from incorrect reasoning is still a grievance if it causes à 
feeling of injustice. Usually, but not always, the term “grievance” applies only 
to one’s personal feeling of injustice. If Joe feels that Mary has been treated 
unjustly, Joe does not have a grievance. However, if Joe feels that both he and 
Mary have been treated unjustly on the same matter, procedures usually 
permit Joe to present his grievance both for himself and as an agent of all others 
similarly treated. In this way one dissatisfied employee may present a griev- 
ance for a hundred others. When Joe formally expresses his grievance in the 
grievance system, it is said that he “files” a grievance. If he states it informally, 
it sometimes is called only a complaint or a gripe. 

Quite often a distinction is made between a real grievance and a stated 
grievance. Employees sometimes do not know precisely what is making them 
dissatisfied. Their own feelings may set up mental blocks that prevent them 
from interpreting correctly what is happening. They may not have sufficient 
knowledge of human nature or of the many forces affecting them. Not knowing 
their actual grievances but still feeling dissatisfied, they tend to file grievances 
about something else. When management corrects this “something else,” 
management and the worker find to their surprise that dissatisfaction still exists 
because of some real grievance yet uncovered. Even when the real grievance i$ 
known, a worker may disguise it out of fear that it will not make sense '? 


management. Here is an example: 
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Rudy Miles, a semiskilled machine operator, filed a grievance saying that he was not 
given an automatic seniority wage increase that was due him. Both the seniority and 
wage-increase systems were complicated, so management thought that it may have 
been a mistake or that Rudy justifiably could be confused. Careful investigation 
disclosed that Rudy was not due an increase according to the labor contract, and 
management spent nearly an hour at two grievance levels trying to explain the rules 
to him. He did not seem convinced and kept answering, “Yes, but . . .” 

Finally an experienced personnel clerk who was present concluded that there was 
something behind this stated grievance, because Rudy kept referring to what “other 
workers” received. When the conversation was turned in this direction, Rudy soon 
disclosed that a coworker who was hired the same day had said, “I got a 2-cent 
seniority increase on my last check. Did you?" This was Rudy's real grievance, but 
he did not want to state it this way because it might embarrass his friend if it was 
untrue. As soon as Rudy was assured that his friend did not get the raise, his 
grievance vanished. 


Many grievances are directed as much against other workers as they are 
against management. An example is a jurisdictional dispute. 


In one factory semiskilled machinists claimed the right to operate certain new 
automated machines, but toolmakers said the machines were their responsibility. 
When management assigned the machines to the toolmakers, the machinists filed a 
grievance saying that the new machines required only semiskilled work which 
machinists were supposed to perform, even though they admitted that the new 
machine work was slightly more difficult than the work they had been doing. 


Grievance rates 


A grievance rate usually is stated in terms of the number of written grievances 
for 100 employees in one year. So many factors affect grievances that a low rate 
is not necessarily desirable, because it may mean that grievances are sup- 
pressed. Neither is a high rate absolute evidence of poor labor relations. A 
typical grievance rate is 5 to 20; however, well-managed organizations with 
mature labor relations have developed lower rates. 

Employees of all types and at all levels develop grievances. They are not 


ance rates are management, unions, union steward needs,!5 grievance pro- 
cedures, job conditions, government rules, general social conditions, and the 
home environment. Management can alter some of these causes, but in other 
cases its job is to work out a reasonable accommodation to them. 


ternational 
organizational climate can affect grievance rates. At one time it had a 
iagh annual grievance rate of 27.5 per 100 employees It also had a high proportion 


of to the central arbitration. In a thirteen-year 
period grievances went to the central level! 

over 100,008 ii problem, top officials of both union and company worked 
hard to shift attitudes toward solving and to install a new program calling 
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FIGURE 15-3 
Benefits of grievance 
systems 
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relations director, time-study specialist, and others to the workplace. People came to 
the problem, instead of having it sent in writing to them. The program was remark- 
ably successful. Attitudes materially improved. More important, in the two years 
following the new program, not one grievance went to the central level, and fewer 
than ten were put into writing.!6 ‘ 


Generally, effective contract administration tends to reduce grievances. 
Fair, open, and prompt treatment of problems that arise tends to reduce the 
misunderstandings that are the underlying causes of many grievances. In- 
creased participation and power sharing are also effective ways to reduce 
grievances. When employees share in decision making about working condi- 
tions, they have fewer reasons to file grievances about their work. 


Benefits of grievance systems 


Benefits of grievance systems are shown in Figure 18-3. Probably the principal 
benefit of any grievance system is that it encourages human problems to be 
brought into the open so that management can learn about them and try 
corrective action. The social organization of a plant is much like a complicated 
machine in the shop. Both need constant attention and frequent adjustment. 

Grievances are symptoms that should be studied carefully to determine the 
real causes of this “human machine” breakdown. They signal that part of the 
human organization is not functioning properly and needs readjustment. It 
matters not that a grievance is invalid according to the technical terms of the 
labor contract; it is still a grievance and a symptom of social imbalance in some 
trouble spot somewhere. Any attempt to disregard it, smother it, or “throw it 
out of court” on some technicality will be largely ineffective because it still 
exists and will try to find expression in some other way. 

Another benefit of grievance systems is that they help to catch and solve 
problems before they become serious. If problems are left unsolved, their 
collective pressure may become large enough to cause a major breakdown in 
labor-management relations. Or they may grow within an employee, becoming 
more difficult to adjust. The unhappy employee tends to communicate with 
others and to spread dissatisfaction. 

A related benefit is grievance prevention. Almost everyone agrees that it is 
better to prevent fires than to try to stop them after they start, and the same 
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o Help make employee problems known. 

o Encourage solution of problems before they become serious. 

o Help prevent future problems. 

5 Give employees emotional release for their dissatisfactions. 

o Help establish and maintain a working relationship in the group. 
o Provide a check and balance on arbitrary management actions. 
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A sample procedure 
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philosophy applies to grievances. A good solution to one grievance may keep 
twenty others from arising. 

A grievance system also is a way of giving employees emotional release for 
their dissatisfactions. It provides a safe procedure for an aggrieved employee to 
become aggressive and strike back at the controls required by an organization. 
Emotional release often plays an important role in individual grievance cases. 
Union leaders sometimes carry a losing case higher in the grievance procedure 
“just to make the employee happy.” They hope that as the case moves upward, 
ill feelings will decline and the employee will become more cooperative. Even 
workers who do not use the grievance system for their own emotional release 
feel better because they know the system is there to use if needed. It gives 
them a sense of emotional security. 

Another benefit of grievance systems is that they help establish and maintain 
a work culture or way of life. Each group has its own particular way of living 
together, and the grievance procedure helps develop this group culture. As 
problems are interpreted in the grievance procedure, the group learns how it is 
expected to respond to the policies that have been set up. 

A further benefit of grievance systems—one that managers often fail to see— 
is the simple fact that the system's existence provides a check and balance on 
arbitrary and capricious management action. Managers tend to give more care 
to human relations when they know that some of their actions are subject to 
challenge and review in a grievance system. They are put on guard to make 
sound decisions so that they are not placed in the embarrassing position of 
having to defend their poor judgment in the grievance system. They are 
encouraged to develop effective compromises and working relationships with 
their groups. However, the pendulum can swing too far. Supervisors may 
become so aware of the grievance system that they are afraid to make decisions 
and hesitate to discipline employees. In this situation the supervisor's ca- 


pability vanishes. 


Grievance procedures 

A grievance procedure is the method by which a grievance is filed and carried 
through different "steps" (decision levels) to an ultimate decision. Most pro- 
cedures start with the supervisor and the grievant, have from three to six steps, 
and usually have arbitration às the last step. Other details vary greatly. 


shows in one company. It begins when the 

ciere apt eli et ony 
em an 

This perhaps is the key Bb before the grievance is written down. Skills in areas 
vob ax transactional analysis and consideration; discussed in earlier chapters, can 
help the supervisor reduce conflict and solve the problem at this early stage 
the prievance cannot be seitled in step 1, then it is reduced to writing and 
presented formally to the supervisor. This gives the supervisor and employee a 
Perond opportunity to solve their own problems. Usually a written, management 


rente is required at this step aad later steps. If no settlement is reached st step $, 


FIGURE 18-4 
A company grievance 
procedure 
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Step: 1 2 3 4 5 


then the steward as a representative of the union presents the grievance to the 
department head. If settlement still cannot be reached, the grievance goes to top 
management for a final company-union effort. If there is no agreement, either party 
eventually may take the grievance to arbitration. 


TIME LIMITS Reasonable speed in processing a grievance is important. Most 
procedures establish time limits at each step so that delays cannot be used as 
excuses to prevent settlement. The supervisor who delays a grievance actually 
strengthens the grievant's cause, since the delay convinces the grievant that the 
grievance is a sound one that the supervisor is afraid to face. 


SUPERVISORY ATTITUDES The supervisor's attitude toward grievances can be 
a long step toward their settlement. Some workers fear supervisory retaliation 
if they present a grievance, especially if they win it. It is important for 
supervisors to convince workers that they want to hear grievances and to settle 
them. Supervisors should approach grievances in a problem-solving frame of 
mind, rather than with the idea "This is a fight—it's either them or me." There 
is a need for discussion that moves rationally toward a mutual solution, instead 
of argument that emotionally seeks to provide a winner. All possible facts 
including how people feel—should be gathered before making a decision. 


Grievance arbitration 


As a grievance moves to higher steps, it becomes less a person-to-person 
discussion and more a group problem involving several union and management 
representatives. If the grievance is not settled at the highest company level, 
labor or management may submit it to arbitration, which is final and binding 
decision by a third party or parties. The arbitrator's decision stands only until 
the next collective-bargaining negotiation, at which time the parties can negoti- 
ate any contract changes they wish. The arbitrator's role is merely to stabilize 
contract meaning during the life of the contract. 

The interpretation of what the existing contract means is called grievant 
arbitration. It is distinguished from arbitration to establish new contract terms, 
which was discussed earlier as contract arbitration. The former is a method 
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Problems with 
arbitrators 
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grievance settlement, while the latter is a temporary substitute for collective 
bargaining. Management and labor generally support the former but oppose 
the latter because it takes settlement power out of their hands. 

From the behavioral point of view, the chief benefits of grievance arbitrators 
are that they are outsiders who bring a fresh perspective, they are not emo- 
tionally involved in the dispute, and they can render a final decision that 
usually is enforceable in the courts. Their decisions, however, can be painful to 
an inept management, as illustrated by the following situation: 


Mary Byrne was discharged for smoking on a stair landing in a dangerous chemical 
operation. Discharge was clearly within the rules for this offense. When the case 
came to arbitration, however, she claimed that the company had discriminated 
against her, since many employees smoked on the landing and were still doing so. 
She challenged the arbitrator to count the cigarette butts on the floor. True enough, 
when the arbitrator and the representatives of both parties went there, they found 
cigarette butts all over the place. Mary was reinstated immediately with back pay. 


A weakness of arbitrators is that they usually lack personal knowledge of the 
organization's way of life, which may cause them to make unrealistic decisions. 
Another weakness is that they may overlook human values and render a 
legalistic decision based on technical evidence. They also lack personal respon- 
sibility for the continuing labor-management relationship because they often 
step out of the picture as soon as a decision is rendered. Some of these 
weaknesses are overcome by appointing a permanent arbitrator to arbitrate all 
issues for a period of time. 


PEER REVIEW PANELS An innovative approach to the resolution of employee 
grievances lies in the use of internal peer review panels. These are special 
boards (consisting of peers of the grievant and managers not involved in the 
situation itself) that take informal testimony and make binding decisions. The 
issues most often addressed include discipline, firing, and promotions. Despite 
the fact that management “wins” an estimated 60 to 70 percent of all cases, the 
peer review panel overcomes many of the weaknesses of using external ar- 
bitrators.!7 The panels are fast, relatively inexpensive, and reduce the proba- 


bility of costly lawsuits. 


UNION RESPONSE TO THE 
POSTINDUSTRIAL LABOR FORCE 


Unions have worked effectively with bargaining and grievances during the last 
century, and it is certain that their influence will continue. However, unions 
often arc less effective in some organizational behavior areas such as serving the 


diverse and changing needs of the labor force. 


452 PARTS Social environment 


A postindustrial labor force 


New characteristics The basic problem is that the postindustrial labor force has changed toward the 
characteristics shown in Figure 18-5, but labor unions have not always changed 
adequately to serve these new needs. In the postindustrial society, labor is 
more educated and knowledge-oriented. It also is more employed in service 
occupations instead of industrial ones. Higher earnings have made labor more 
affluent with television sets and other conveniences in most worker homes. 

The postindustrial force also has changed value systems and lifestyles. There 
is less emphasis on the work ethic and more emphasis on leisure activities and 
other satisfactions. The labor force is upwardly and geographically mobile. Its 
white-collar, professional, and knowledge orientations cause it to be more 
identified with upward growth and with management than workers were a 
century ago. 

With regard to the postindustrial labor force, one analyst comments, "Be- 
cause we are living in the postindustrial era, future problems for the unions are 
rooted in the radically changed labor market."!8 A labor analyst explains labor- | 
force changes in the following manner: 


Increasing education, changing values, and the strong urge to move up the s0- 
cioeconomic ladder have created a less militant worker. Unions also face serious 
difficulties in responding to the needs and interests of educated, upwardly mobile 
employees. These upwardly mobile people feel that they would lose self-esteem ift 
became card-carrying union members. At the same time, public attitudes t 
corruption in some unions, violence on the picket lines, and the open confrontations 
organizing efforts have created psychological barriers which many workers are aft 

to cross. In fact, white-collar and professional workers prefer to identify with 
management, given half a chance to do so.19 


Individual needs 


One issue is individual needs. The union often has bypassed individual needs i | 
favor of standardization, uniformity, and equal treatment for everyone. What 


o Knowledge orientation, in contrast to manual-skill orientation 
o Education 
o Service occupations, in contrast to industrial occupations ( 
o Affluence $ 
o Changed value systems 
o Different lifestyles P. 
FIGURE 18-5 o Less emphasis on work ethic than in 1900-1950 
Characteristics of the | ^ Upward and geographic mobility 
postindustrial labor oœ More white-collar and professional occupations, in contrast to blue-collar 
force, 1980-2000 + » Some identification with management 


Cooperation 
and integration 
are needed. 
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can be done to make the inflexible procedure, the airtight contract, and the 
unionwide standard apply to individual situations? Growing pressures to think 
in global terms have caused issues to become symbolized in statistical norms 
and settled in central headquarters, leaving the individual isolated on the 
sidelines. Union benefits are largely general, applying to the group. The 
individual may be overlooked or even abused, as in the “Coventry” incident at 
the end of this chapter. 


Higher-order needs 


Affluence and other developments have made higher-order needs important in 
a postindustrial society.2° Can labor unions adjust their practices to serve them 
effectively? These higher needs are not easily served by nationwide norms. 
What is required is more emphasis on job enrichment, human resources, and 
human growth along channels that are desirable to each employee personally. 


A postindustrial labor relations lifestyle 


The postindustrial society and labor force require adaptations by both labor and 
management. The trends toward computer-assisted manufacturing and the use 
of industrial robots require widespread retraining of workers for jobs demand- 
ing higher-level skills. To accomplish these challenging tasks, labor and man- 
agement need to reexamine the value of their adversary positions and develop a 
new labor relations lifestyle for themselves. This new lifestyle will probably 
include a trend away from industrywide bargaining and settlements, the 
emergence of joint labor-management and problem-solving committees, and 
more cooperation to serve the new needs of workers, customers, and the 
community.2! The frameworks of organizational behavior suggest that inte- 
grated efforts are necessary to develop a production system that better serves 
human needs in a postindustrial society. 


SUMMARY 


The union introduces additional formal andinformal organizations at work. Two 
major union-management activities are collective bargaining and grievance 
systems. Collective bargaining is negotiation between representatives of man- 
agement and labor to accomplish a written agreement covering terms and 
conditions of employment. It essentially is a social process for balancing pres- 
sures of two groups that have a mutual interest in employment conditions. It is 
regulated by the National Labor Relations Act and other legislation. 
Grievance systems have fairness and justice as their goal. A grievance is any 
real or imagined feeling of personal injustice that an employee has about the 
employment relationship. Grievance systems help bring grievances into the 
open so that corrective action can be taken (1) to adjust a current grievance and 
ture 'vances. 
abe pes presents new needs for both labor and manage- 
ment. There is a postindustrial labor force with stronger individual needs and 
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higher-order needs. These new conditions probably require labor and manage- 
ment to move toward a more cooperative labor relations lifestyle in order to 
serve human needs better. 


National Labor Relations Act Problem-solving bargaining 
Collective bargaining Grievance 

Mediation Grievance rate 

Strike Grievance arbitration 
Interest arbitration Peer review panel 

Win-lose bargaining Postindustrial labor force 


1 Discuss the human implications of adding a second formal organization (the 
union) to the employment relationship. 

2 Have you ever belonged to a union? If so, discuss with your group how it 
affected you and your job. 

3 In what ways is it possible for labor legislation to influence human rela- 
tionships at work? Discuss. 

4 In what ways is collective bargaining a human problem as. distinguished 
from an economic and a technical problem? Discuss. 

5 Discuss the idea that collective bargaining is a continuous process. 

6 Have you ever filed a grievance? If so, discuss in the classroom how it 
worked. If not, interview a worker who filed a grievance and give a class- 
room report about how it worked. 

7 Discuss interest arbitration and grievance arbitration. How are they sim- 
ilar? How are they different? 

8 Using library sources, read five arbitration decisions (or summaries of them) 
and comment on the types of problems that went to arbitration, how 
successful management and unions were in winning an arbitration, and your 
view of how fair the arbitrator's decision was. 

9 Discuss the characteristics of the postindustrial labor force and how well 
you think labor unions are meeting its needs. 

10 Review the chapter, and then summarize the behavioral issues that are 
dominant in labor relations (such as face-saving) 


Treedt 


(Note: The following incident also relates especially to the two chapters on the 
individual and on the informal organization. The case is a complete news article 
from an Australian daily newspaper.) 
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A VICTIM BACK FROM COVENTRY, BY ALEX HARRIS?* 
Keith Digney, a pressure welder at the State Electricity Commission's Muja 
power station at Collie, has become a victim of his own convictions. 

Mr. Digney's beliefs came into conflict with his unionist working mates— 
and he was sent to Coventry and declared [unacceptable to the group]. 

Men he had worked with for nearly 10 years refused to speak to him on or off 
the job. 

They refused to touch any equipment he touched, and raised demarcation 
issues over actions as simple as picking up a hammer. 

After six weeks he decided to call it quits because, as he said yesterday, he 
did not like standing around doing nothing. 

He is a Christadelphian and his beliefs prevent his joining a union or a 
political party. Six years ago he was granted exemption from union membership 
by the Industrial Commission. 

He had been declared [unacceptable] before, but had battled it out and 
avoided trouble during strikes by taking leave without pay. 

About two months ago, however, the issue of his beliefs arose again when he 
refused to subscribe to a Metal Trades Union's fighting fund—a so-called 
voluntary contribution [to a political fund] which Mr. Digney claimed was not 
enforceable by law. 

The Industrial Commission was called in to arbitrate and Mr. Digney agreed 
to pay an equivalent sum to a charity. But union representatives refused to 
compromise. 

Mr. Digney said the word went out that he had to go. He is still puzzled why 
it took six years to decide his presence at the power house was intolerable. 

He did not mind being sent to Coventry. 

“What bothered me was standing ‘round doing nothing all day," he said. 

“I was getting paid for it but I have to work for my money; I don't like taking 
it under false pretences.” 

“The SEC didn't want me to leave and things were beginning to ease up a 
little at the power house but I knew they would not get better if I stayed." 

“The same thing would have happened again so I got another job to make 


peace for all concerned." , 
The move cost Mr. Digney his 10 years’ long service leave which would have 


come up this year. " "s. ; 
“Of course I'll miss it but money is not my first concern,” he said. "Money is 


not my god." 
He and his wife do not feel bitter about the experience. 
"We know what our beliefs are," Mr. Digney said. 


"And men are the same everywhere." j 
"I suppose you could say it was a question of human rights and freedom of 


belief but I didn't expect these arguments to have any weight." 
“If anything, I feel sorry for the men who took part in the ban. Sooner or later 


you reap what you sow." 
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Questions 

1 Comment on the human relations and union-power implications of this case. 

2 Discuss possible reasons why employees acted the way that they did in this case. 
What can management do to improve situations of this type? 
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s the idea of creating and managing corporate cultures has 

gained popularity, every organization has wrestled with 

ways to manage itself so as to develop a cohesive group of 

employees. This can happen under conditions where em- 

ployees are loyal to the organization and committed to its 
objectives.? On the other hand, employees in almost any organization are also 
divided into subgroups of different kinds. As discussed in earlier chapters, 
mutual similarities such as type of work, rank in the organization, physical 
proximity to each other, and social interests often encourage employees to 
relate to one another in all sorts of intricate subgroups. 

Formation of employee groups is determined by two broad sets of condi- 
tions. First, on-the-job differences and similarities cause people to align them- 
selves into groups. Throughout this text, attention is given to these on-the-job 
conditions that underlie the separation of workers into different interest 
groups, such as office and production workers. It is now appropriate to empha- 
size the second set of conditions—those arising primarily off the job—because 
they may relate to equal employment opportunity. 

In the first part of this chapter we discuss equal employment opportunity and 
laws relating to it. Then we examine how it applies to various employee groups. 


EQUAL EMPLOYMENT OPPORTUNITY 
AND THE LAW 


Equal t nity (EEO) is the provision of equal opportunities to 
pace iar i ie them, regardless of conditions unrelated to job 
performance. EEO is supported by federal, state, and local equal opportunity 
laws. State and local laws also may be called fair employment practices laws. 
These laws prohibit job discrimination based on specific nonjob conditions, 
such as race, color, religion, national origin, sex, and age. The laws also 
prohibit discrimination against handicapped individuals in a number of circum- 
stances. All EEO laws prohibit discrimination with regard to both (1) securing 
employment and (2) terms and conditions of work after employment. 
Discrimination based on job performance is permitted as a necessary and 
desirable employment activity. Employers can legally reward high performers 
and penalize inadequate performers. The law merely requires rewards and 
punishments to be related to performance or seniority rather than nonperfor- 
mance factors such as race. Equal opportunity, therefore, implies unequal 
results, because people will differ in their skills, effort, and performance. Some 
will rise higher than others, but U.S. law demands that all shall have an equal 


opportunity to do so. 


example, a federal rt upheld the dismissal of a woman flight attendant who 
or Tne sec discrimination. She was suspended six times for exceeding the 
airline s weight limits as they related to reasonable appearance and safety standards 
for flight attendants. When she failed to meet standards after the sixth suspension, 
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she was dismissed. The court concluded that the flight standards were a legitimate 
employer requirement related to the nature of the business and that dismissal was 
not for reason of the employee's sex. The standards were applied equally to male 
and female flight attendants and the six suspensions gave the employee adequate 


time to correct her deficiency. 
Discrimination There is an important difference between discrimination and prejudice. 
vs. prejudice Discrimination is an action, while prejudice is an attitude of mind. One may 


occur without the other. Discrimination may unintentionally occur without 
prejudice, and likewise prejudice may exist without any act of discrimination. 
The law focuses on an employer's actions, not feelings. If actions lead to 
discriminatory results, they are unlawful regardless of the employer's good 
intentions. 


For example, the Primrose Company posted its new job vacancies on the company 
bulletin board so that employees could learn about them and recommend their 
friends for employment. It had loyal employees, so it was able to fill most of its 
vacancies with the bulletin board system. Finally a black applicant brought charges 
that the selection method involved unlawful discrimination against blacks. Subse- 
quent investigations showed that the firm had mostly white employees who usually 
recommended other whites, so the result was discrimination against blacks, even 
though the company did not intend to discriminate. 


Social benefits and problems 


The social benefits of EEO are substantial. As summarized in Figure 19-1, 
EEO gives equal access to jobs for those who want work and are willing to 
develop themselves to perform a job successfully. In this way it reinforces the 
American dream of equal opportunity for all people. EEO ensures that more of 
the labor force—such as women and minority groups—can work, thus leading 
to higher family earnings. There also may be higher national output because à 
larger proportion of the labor force is working. 


Equal citizen access to jobs 


Reinforcement of social objectives 
(the American dream) 


Better use of labor force 
Higher family earnings 
Higher national output 


FIGURE 19-1 Better self-image for citizens 


Potential social More useful contributors to society 
benefits of EEO (fewer on welfare) 


————————Ó—Ó———— Án 
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Equal opportunity gives more people a chance to grow toward their poten- 
tial. By providing fair access to jobs, it builds the self-image of people and 
encourages them to be useful members of society. In some instances this 
process may change receivers of government benefits into useful contributors 
of taxes to government. Welfare can be reduced, and people can become more 
self-reliant. In general, when EEO can be successfully implemented, it offers 
many potential benefits compared with costs. 


Although the social benefits have received the most attention, there is also a strong 
pragmatic argument for EEO practices. Phoenix-based Mountain Bell has specifi- 
cally recognized the value of using a variety of diverse talents for the good of its 
business.* It endorses a pluralistic work force as "a state within the company in 
which a diversity of employees is nurtured to ensure that a variety of the best ideas 
and talents possible are utilized at all levels to provide for the growth of our business 
and to promote its success." It believes that the benefits of a pluralistic work force 
will include easier recruiting, more effective problem solving, and an improved 
quality of work life for its employees. 


There have been a number of social problems associated with EEO. As 


highly positive, its net effects must be judged in the light of both its benefits 
and the problems it has caused.* 


Federal EEO laws 


j laws that govern EEO are summarized in Figure 19-2. These 
ihe sensi {phe and enforced by the executive branch of the 
government. They are supplemented by executive orders of the President, 
which seek to ensure compliance with EEO policies in federal agencies and 
among certain government contractors. When conflicts arise between (1) 
federal laws and (2) state and local laws, usually the federal law dominates 
unless the state law is more stringent. As can be seen in the figure, the federal 
laws apply very broadly to most major employers, employment agencies, union 
hiring halls, and federal, state, and local governments. 


TITLE VII OF THE CIVIL RIGHTS ACT. Title VII of the Civil Rights Act of 1964 as 
amended is the dominant law governing EEO. It requires employers, labor 
unions, and employment agencies to treat all people without regard to race, 
color, religion, national origin, sex, or age in all Phases of employment. This 
includes hiring, training, apprentice programs, promotions, job assignments, 


FIGURE 19-2 
Major federal laws 
governing EEO 
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MAJOR EQUAL 


EMPLOYMENT 
OPPORTUNITY LAWS OBJECTIVES JURISDICTION 
Equal Pay Act (1963) Equal pay for equal work Employers engaged in interstate 
regardless of sex commerce and most employees 
of federal, state, and local 
governments 
Title VII of the Civil EEO for different races, Employers with fifteen or more 
Rights Act (1964) colors, religions, sexes, employees; unions with fifteen or 
and national origins more members; employment 
(as amended in 1972) agencies; union hiring halls; 
institutions of higher education; 
federal, state, and local 
governments 
Age Discrimination EEO for age forty and Employers with twenty or more 
in Employment Act over (as amended in employees; unions with 
(1967) 1986) twenty-five or more members; 
employment agencies; federal, 
state, and local governments 
Vocational Rehabilita- EEO and reasonable Federal government agencies 
tion Act (1973) affirmative action for and government contractors with 


people contracts of $2500 or more 


Pregnancy Discrimina- Same as Civil Rights Act 


tion Act (1978) 


and other personnel actions.9 Certain exceptions are allowed, primarily with 
regard to employment with religious organizations and "in those certain in- 
stances where religion, sex, or national origin is a bona fide occupational 
qualification (BFOQ) reasonably necessary to the normal operation of that 
particular business or enterprise" (sections 702 and 703). An exemption also is 
provided to allow use of seniority for job assignments and layoff protection in 
many instances. 


OTHER LEGISLATION Prior to the Civil Rights Act, the Equal Pay Act in 1963 
provided equal pay for equal work regardless of one's sex. Practices of any type 
that gave men or women different pay for the same or substantially similar work 
were prohibited. One year later (1964) the Civil Rights Act initiated a major 
national effort for equal opportunity, including Title VII, which provided EEO. 
Several congressional acts followed. 

In 1967 Congress passed the Age Discrimination in Employment Act, which 
(as later amended) provided EEO for people age forty and over. It was felt that 
younger people until age forty can compete for themselves in the labor market, 
but beginning with age forty and for the remainder of their expected working 
life they need protection to help them compete equally with others. 

In 1973 the Vocational Rehabilitation Act was passed to give handicapped 
people EEO. It applies both to government as an employer and to government 


EEOC 


Conciliation 
agreement 


CHAPTER 19 Equal employment opportunity (EEO) 


contractors with contracts of $2500 or more. Since most major employers have 
government contracts of one type of another, this act covers most of the job 
market. Then in 1978 Congress passed the Pregnancy Discrimination Act as an 
amendment to the Civil Rights Act. The Pregnancy Discrimination Act pro- 
vides EEO to those able to work during pregnancy. Equal opportunities for 
medical benefits and leaves of absence are included. 


EXECUTIVE ORDERS EEO also is supported by executive orders of the Presi- 
dent. They apply to federal agencies and to most government contractors, and 
they have approximately the same coverage as federal EEO laws. They are 
enforced by the executive branch of the government. 


Enforcement 


EQUAL EMPLOYMENT OPPORTUNITY COMMISSION Most EEO laws are en- 
forced by the Equal Employment Opportunity Commission (EEOC). It has 
offices in major cities and can initiate court action against noncomplying busi- 
nesses. Enforcement begins when a charge is filed by an aggrieved person, 
someone acting for the aggrieved person, or one of the EEOC commissioners. 
Charges also can be filed with an approved state agency, which is allowed a 
limited time to settle the case before it comes to the EEOC. 

If there is reason to believe that a violation has occurred, the EEOC seeks a 
conciliation agreement. It is a negotiated settlement acceptable to the EEOC 
and all aggrieved parties. If conciliation fails, court action may be initiated by 
the EEOC or the individual involved (or the attorney general if a public 
employer is involved). Remedies include back pay to injured parties and 


required affirmative action programs. 


For example, in a court settlement, a textile company agreed to pay a settlement of 


eighteen blacks. alleged discrimination in employment and promo- 
stood, sear fm the case worked its way through the EEOC and 


number of years while the company contested the allegation. During 
ugan presen fore for back pay continued to grow, so the settlement 
made 


DERAL CONTRACT COMPLIANCE Enforcement against government contrac- 
ae is secured through the Office of Federal Contract Compliance Programs. 
The office may cancel contracts or reach various types of conciliation agree- 
ments with a contractor in order to avoid contract cancellation. 


example, the Office of Federal Contract Compliance Programs made an agree- 
deut with d pcr haies e seventy-eight women who alleged employ- 
ment discrimination. Coal mining traditionally has been a man's work, but under the 

n have equal opportunity for employment in it. The company 


law dev the women $370,000 in order to comply with Executive Order 11246, 
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STATE AND LOCAL FAIR EMPLOYMENT PRACTICE AGENCIES In a similar man- 
ner state agencies can order a variety of settlements, particularly back pay. For 
example, the Fair Employment Practice Commission in California ordered a 
city to return an employee to the job and pay $80,000 in back pay. The 
employee, a native of India, alleged discrimination because of national origin, 
and the commission supported the allegation. 


Protected groups 3 
Since EEO laws are designed especially to protect certain groups of people 
from employment discrimination, these groups are called protected groups. 
For example, a black person typically is considered a member of a protected 
group but a white person is not. Similarly, women are a protected group but 
men are not. However, a fifty-year-old white male is a member of a protected 
group because of his age. A person needs to fit only one of the protected 
categories in order to be a member of a protected group. Because of the large 
number of people in certain protected categories, such as women and older 
employees, protected groups consist of more than three-fourths of the labor 
force. EEOC enforcement activities are directed primarily toward protection of 
the interests of these groups. 


Affirmative action 


Affirmative action is an employer effort to increase employment opportunity 
(including promotion and all other conditions of employment) for protected 
groups that appear to be inadequately represented in a firm's labor force. 
Employers are encouraged by government agencies and public pressures to 
examine their labor force and ensure that all groups are fairly represented. if 
they are not, companies may begin affirmative action programs as evidence 
that they are making a positive effort to provide equal employment. 

The objectives of affirmative action programs are to remedy any alleged past 
discrimination and qualify employers to serve as government contractors. 
Employers often develop timetables by which they will accomplish certain 
goals, especially placement of an improved proportion of underrepresented 
groups in various jobs and levels of the organization.” The goals typically apply 
to minorities, women, employees age forty and over, and handicapped employ- 
ees. 

Affirmative action programs are common among employers. These programs 
have often been required by the EEOC or the courts, and they have been ? 
business necessity for large employers who wished to qualify for government 
contracts. Many other firms also use them because they desire to take a mor 
positive approach toward EEO. 


The PQ Corporation, a specialty chemicals manufacturer, has experimented with 
making affirmative action goals part of its operating philosophy. while " 
hiring decisions. The company created a voluntary program, and then told it 
managers about demographic trends indicating strong future competition 
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qualified minorities. Managers also were informed about the legal effects of dis- 
criminatory decisions. As a final key element, managers were assigned the responsi- 
bility to set their own affirmative action goals and were appraised on their results. 
The company reports that not only have attitudes changed but also selection deci- 
sions have become more balanced than before. 


Reverse discrimination 


Affirmative action occasionally leads to reverse discrimination, by which there 
is discrimination against an employee not included in an affirmative action 
program. For example, one bank's affirmative action program required it to 
provide college tuition for female bank officers. If similar tuition is not avail- 
able to male bank officers on an equal basis, they may consider themselves 
victims of reverse discrimination. 

While affirmative action programs seek to accomplish desirable social goals, 
they also have an adverse impact on those employees who suffer reverse 
discrimination because of them. They want equal employment opportunity, 
and they argue that the way to end discrimination against some is not to begin 
discrimination against others—particularly those who do not bear responsibil- 
ity for past discrimination. The groups favored by affirmative action reply that it 
is required to compensate for past discrimination and improve employment of 
underrepresented groups. They sometimes favor proportional employment or 
parity employment, which means that an organization’s employees should 
approximately represent the proportions of different groups in the local labor 
force or population. For example, if the labor force has 20 percent racial 
minorities, then supervisors also should be about 20 percent racial minorities. 

The law supports EEO for all people, but the courts have sometimes inter- 
preted the law in different ways. In one decision, the Supreme Court stated 
that Title VII “does not demand that an employer give preferential treatment to 
minorities or women,” and it refused to support reverse discrimination.® In 
other instances the courts have supported it. 

From the human point of view of organizational behavior, there are substan- 
tial questions of equity in affirmative action practices when they cause reverse 
discrimination. They can lead to employee frustration, tension, conflict, turn- 
over, decreased satisfaction, and other negative feelings that harm work rela- 
tions. In addition, a basic long-run issue is whether parity employment will be 
abandoned after acceptable equality in the work force is achieved, or whether it 
will become entrenched in law and custom, thereby making job structures rigid 


and reducing free job choice by workers. 


EEO PROGRAMS 


Basic requirements 
An effective EEO program has a number of basic requirements, as shown in 
Figure 19-3. The first requirement is to develop positive policy statements. 


FIGURE 19-3 
Requirements for an 
effective EEO 
program 
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o Develop positive policy statements. 

o Ensure top management support. 

o Assign responsibility for applying the program. 

o Gather data to identify problem areas. 

o Identify and develop people in protected groups who have potential for promotion. 
o Develop recruitment activities that reach protected groups as well as others. 

o Communicate to maintain awareness of the program. 

o Build supervisory support for the program. 

o Appraise and follow up to ensure compliance. 


Strong top-management support is required, and consultants and task forces 
may be used to provide specialized aid. Usually responsibility for developing 
and administering an EEO program is assigned to the personnel department, 
but in small firms the job may be assigned to another office as a part-time duty. 


IDENTIFY PROBLEM AREAS Another requirement is to gather data to identify 
problem areas. Information is sought about such items as seniority, salary, 
education, promotions, and employment of different groups. 


For example, there may seem to be no discrimination problem regarding women in 
a public school or retail store, because most of its employees are women. However, 
the data may show that the majority of managerial and better-paying professional 
jobs are held by men. In another organization the data may show that less pleasant 
and dirtier blue-collar jobs have been given to certain minorities, while women a 
nonminorities have been given more pleasant, higher-status, cleaner jobs. 


The purpose of the statistics is to help identify areas of probable discrimina 
tion, but it should not be assumed that every instance of unequal representa 
tion is proof of discrimination. There are many other reasons for uneq 
representation, such as education of employees. The data only provide a base 
for more investigation. 


IDENTIFY AND DEVELOP PROTECTED GROUPS A further requirement is t0 
identify and develop minorities and other protected groups that have poten 
for promotion. An important point is to assure them that EEO is available. I? 
the past they may have felt discriminated against, so they were discou 
from developing themselves and seeking promotion. In one office, for example. 
when equal employment became a reality, a number of women and b 
employees became interested in self-development plans for possible promo 
tion. Prior to equal employment, they showed only minor interest in sell 
development. 
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DEVELOP EQUAL RECRUITMENT An additional requirement is to be sure that 
there are equal recruitment activities for all types of people. Recruitment 
cannot be confined to familiar channels, or to contacts through friends, in a way 
that might perpetuate dominance of one sex, race, or ethnic group in certain 
jobs such as that of engineer. Recruitment should be done in ways that reach all 
types of potential employees, and any advertising should portray equality in all 
types of jobs. For example, a telephone company attracted favorable attention 
with a recruiting advertisement showing a woman climbing a telephone pole as 
part of a telephone line crew. The EEOC is encouraging both men and women 
to move into what is called nontraditional employment, or jobs not historically 
held by members of that sex. Examples include a woman becoming a crane 
operator or a man becoming a secretary. The policy is to encourage a climate in 
which all jobs are equally acceptable and available to all types of employees. 


Following are some of the affirmative action recruitment efforts made by one 

employer trying to meet employment goals encouraged by the EEOC. 

1 Selective recruiting in high schools having large numbers of minority students 

2 Selective recruiting in colleges having large numbers of blacks, women, and 
ethnic groups 

3 Establishment of a recruiting office in a minority neighborhood 

4 Selective advertising in newspapers appealing to protected groups 

5 Hiring of recruiters who are members of protected groups 

6 Special training programs for recruits who were weak in employable skills 


COMMUNICATE ABOUT PROGRAM Another requirement is communication 
within the organization to maintain constant awareness of the EEO program. In 
many instances when a program begins, training sessions are held with all 
managers to explain the program to them. Supervisors are given special train- 
ing to make them more aware of different work attitudes and values among 


protected groups. 


BUILD SUPERVISORY SUPPORT Supervisory support especially is necessary be- 
cause supervisors are the point of direct contact with employees. EEO and 
affirmative action programs may complicate their employment activities and 
increase their paperwork. Often EEO leads to a loss of their traditional power, 
because some of their decision making is transferred to the personnel depart- 
ment and higher management. In some instances the potential for work-group 
conflict is increased as new people are integrated into the work group. For 
these reasons, supervisory training often is essential to ensure EEO under- 


standing and support. 


compan: discovered that its supervisors had built-in expectations of failure for 
oan ty employees who were being hired. To compound the problem, some 
of the new employees also had expectations that they would fail in the new environ- 
ment because they lacked a background of successful employment experiences. The 
result of these two reinforcing sets of negative expectations was a high failure rate 
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for the minorities. When the company identified the problem, its solution was to 
train its supervisors. Now all supervisors take a special three-day training course 
designed to improve their attitudes and behaviors toward all protected groups. 


APPRAISE PROGRAM  À final requirement is appraisal and follow-up. If EEO is 
important, then the managerial appraisal and reward system must reflect this 
policy, because managers tend to emphasize the practices on which they are 
appraised. Follow-up also provides both a basis for correcting deficiencies in 
the program and evidence that EEO is being accomplished. 

Application of EEO programs to various protected groups is discussed in the 
following sections. 


Race, color, and national origin 


EEO laws generally prohibit job discrimination on the basis of race, color, or 
national origin, The United States historically has been called a “melting pot" of 
people from all parts of the world, so it is important to give these people equal 
access to jobs regardless of their backgrounds. In this way they have a fair 
chance to earn their way into the mainstream of society and become self 
sufficient. One of the major problems remaining is integration of minorities into 
professional and managerial jobs, because movement into these jobs requires 
substantial time for education, training, and growth. However, positive action 
can bring progress. 


One company found that its number of minority managers was relatively low. It 
began a strong affirmative action program, and in five years increased its proportion 
of black managers from 2.2 to 5.5 percent and Hispanic managers from 0.7 to 21 
percent. When EEOC investigated the company's compliance with EEO laws, it 
determined that the company's steady progress substantially complied with the law. 


Sex 


Job discrimination with regard to sex is prohibited. However, employers mày 
establish job requirements that could be related to one's sex, provided the 
requirements clearly are necessary for the job. For example, an employer may 
employ only female fashion models to model women's clothing. A more com 
plex issue is illustrated by a feed mill that requires employees to lift 100-pound 
bags. The company may use this as a screening criterion for new employees: 
but only if it provides both male and female applicants the actual opportunity t0 
demonstrate their capacity to lift the bags. In other words, the mill manage" 
should not assume that females cannot lift the bags, nor should they assume 
that females wouldn't be interested in the job. Although it is possible that the 
job requirement might lead to the rejection of a greater proportion of fe 
job applicants than males, the requirement would appear to be legitimate 
not discriminatory. There are, however, relatively few jobs with speciali 
requirements of this type. 
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Firms need to establish careful monitoring programs to ensure that sex 
discrimination does not occur, because sometimes it may happen without 
conscious intent or even knowledge. 


A large bank was feeling the effects of a recession, so it needed to reduce its 
corporate lending staff. Six female lending officers were transferred to positions 
with less prestige in other areas. More than seventy male corporate lending officers 
were left in the lending office. (Can you speculate about reasons for this action? Was 
the selection of six women merely a matter of chance, or was it intentional? Did the 
selecting executives think that male lending officers presented a better image to 
clients? Did the executives simply have more confidence in male friends that they 
knew better? What were the reasons?) 

When the monitoring program revealed that only women had been transferred, 
the bank quickly took corrective action. 


Sexual harassment is the process of making employment or promotion deci- 
sions contingent on sexual favors, or engaging in any verbal or physical conduct 
that creates an offensive working environment (see Figure 19-4). Although 
there is some disagreement over what constitutes sexual harassment, females 
responding to one survey generally included in their definition sexual proposi- 
tions, physical touching, sexual remarks, and suggestive gestures. 10 Estimates 
of the extent of harassment indicate the problem is pervasive, with as many as 
40 to 50 percent of females having experienced it.!! Such harassment can occur 
anywhere in a company, from executive offices to assembly lines. From a 
human point of view, it is distasteful and demeaning to its victims, and it is 
discriminatory according to EEO laws and EEOC guidelines. 

A majority of firms have developed a policy on sexual harassment, but many 
still have not. In the absence of a preventive program, employers may be 
responsible for the harassment actions of their supervisors and employees. 
When it occurs, employers may be liable for reinstatement of the victims if they 
were unfairly discharged, and may have to pay back wages, punitive damages, 
and awards for suffering and pain.!? Most victims of sexual harassment are 
women, but there have been instances in which men were victims. 

In order to provide equal opportunity regardless of sex, employers have 
developed policies to prevent harassment. They also have conducted training 


Unwelcome sexual advances, requests for sexual favors, and other verbal or physical 
conduct of a sexual nature constitute sexual harassment when: 

(1) submission to such conduct is made either explicitly or implicitly a term or condition of 
an individual's employment, 

(2) submission to or rejection of such conduct by an individual is used as the basis for 


employment decisions affecting such individual, or cu 
(3) such conduct has the purpose or effect of unreasonably interfering with an individual's 


work performance or creating an intimidating, hostile, or offensive working environment. 


————— E ————————— 
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programs to educate employees about the relevant law, actions that could 
constitute harassment (see Figure 19-4), possible liabilities, and the negative 
effects of harassment on its victims. For example, some victims have required 
psychological counseling. 


Religious beliefs 


With regard to religious beliefs of employees, the law requires that employers 
make a reasonable effort to accommodate a worker’s religious needs. Accept- 
able company efforts include actively seeking qualified substitutes, providing a 
flexible work schedule, redesigning the job, or transferring the employee to 
another position. If all accommodation efforts would place an undue hardship 
on the company or on other employees, then they are not required. For 
example, a company is not required to violate its seniority agreement with the 
union in order to accommodate an employee who wants all Saturdays off. 
Neither is it required to pay overtime regularly to other employees or require 
them to work double shifts in order to replace an employee who is absent for 
religious needs. As stated by the U.S. Supreme Court in a ruling concerning an 
airline employee, the law does not “require an employer to discriminate against 
some employees in order to enable others to observe their Sabbath.”!* 

Employers, however, may make accommodations that go beyond the re- 
quirements of law if workers who are affected agree and have equal opportunity 
for similar accommodations. 


Mark Jones faithfully observed his Sabbath on Saturday. When he applied for a job, 
he learned that Saturday work sometimes was required, so he told his potential 
employer about his needs. Since only a few employees were required to work on any 
Saturday, management arranged with other employees in the department to do 
Mark's work on Saturday when it was required, In turn, Mark agreed to an equal 
amount of Sunday work for others when it was required. The agreement operat 
for many years without any difficulty. 

Any temporary religious absence that Mark requests, such as a day off to attend à 
Asst conference, is handled according to the standard procedure for person 

ave. 


Handicapped employees 


Handicapped employees are those with a significant disability of some tyP® 
either physical, mental, or emotional. They include people with a prison 
record, major obesity, or a history of heart disease, cancer, or mental illness, 
since others might view them as handicapped. Also included are rehabilitated 
alcoholics and drug abusers, as discussed in Chapter 17. 

The Vocational Rehabilitation Act requires employers who are federal co 
tractors to provide EEO for handicapped employees. Many employers, such 3$ 
3M, Control Data, and Sears, already had a long history of providing employ” 
ment for handicapped people, but the law applied these types of programs t° 
most other employers. They can require handicapped employees to meet 
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same productivity standards as other employees, but there must be a reason- 
able effort to accommodate those who are handicapped. A typical program is 
built on an affirmative action plan, including a variety of actions to remove 
physical, social, and other barriers to employment. 14 


Figure 19-5 shows the Tennessee Valley Authority affirmative action program for 
handicapped employees. The figure especially illustrates the complexity of an effec- 
tive program. A policy statement and employment program are only the beginning. 
There must be education and training to prepare both supervisors and other 
employees, Changes may be required in building entrances, locker rooms, and other 
physical facilities. Job modifications frequently are required so that certain jobs can 
be performed by handicapped employees. In addition, much coordination is re- 
quired among departments and with various external organizations. 


Program" by Gopal C. Pati AIDS Acquired Immune Deficiency Syndrome (AIDS) is a deadly viral disease 


and Edward F. Hilton, Jr. 
Reprinted with permission 


of Personnel Journal, 
Costa Mesa, Calif., 
copyright € February 
1980. 


of the human immune system. Because no cure for AIDS is yet known, and the 
number of persons diagnosed as having the AIDS virus is increasing, there is 


Nondiscrimination in all phases of employment. 


Who does what in specific terms 
(general manager, director of personnel and 
coordinator of selective placement). 


Development and implementation of training programs. 

Maintenance of communication between divisions and 
agencies. 

Liaison with internal and external groups. 

| Recruitment from within and outside. 

Career counseling to employees in medical restriction 
and new hirees. 

Preparation of AAP [Affirmative Action Program] document 
and follow-up on its success and evaluation. 

Internal consultation to operating managers. 

Initiation of studies to break new ground, i.e., 
barriers, job development, etc. 


Selective placement emphasis. 
Total career planning emphasis, not just a job. Team Work 
Aggressive recruitment and training. 


Modification of work environment and removal of yz 


Removal of architectural, transportation, communication, 
procedural and attitudinal barriers. 

Improvement of personnel management and policies. 

Career development in all occupational categories. 


472 


Issues surrounding 


PART 5 Social environment 


widespread concern about it. Employers need a large degree of knowledge and 
sensitivity to deal with the many fundamental issues in organizational behavior 
related to AIDS. Because AIDS is so new, employer responsibilities have not 
yet been fully clarified in the courts. Regardless of the legal status of AIDS 
employees, however, key behavioral issues include the following:!? 


= Can the medical privacy of AIDS employees be protected? 


m What can be done to help coworkers understand AIDS, remain calm, and 
accept an AIDS employee into the work group? 


m How might the presence of AIDS employees affect teamwork and their 
participation in a group? 

m How can managers prevent AIDS employees from becoming socially isolated 
through the possible loss of normal communications with their coworkers? 


Although these are difficult issues, employers need to consider them and 
develop their policies before the first case arises in their firm.!9 Awareness of 
emerging case law also will be essential. 


EMPLOYERPROGRAMS The supportive philosophy of most employer programs 
is to focus on employee abilities, not disabilities. In spite of disability, nearly all 
handicapped people have remaining abilities to perform some jobs effectively. 
It is the employer's responsibility to identify those jobs, prepare applicants for 
them, and make reasonable modifications in the jobs so that they can be 
performed effectively. 


A large bank in Chicago has a successful senior transcriptionist who is blind.!7 Some 
job modifications were made to accommodate her, such as providing additional desk 
space for her seven-volume braille dictionary. Employees in her department for- 
merly performed both transcription and typing of written material. Now the job is 
redesigned so that the blind employee performs only transcription work, which she 
does virtually error-free, and other employees mostly type written material. 


PERFORMANCE RESULTS Most employers find that properly placed handi- 
capped employees can perform their jobs as well as other employees. In many 
instances handicapped employees compensate for their disabilities, suc p 
being more regular in attendance or giving more effort to the job. For examp'^ 
some firms report both lower absenteeism and less turnover for handicap 
employees. 

In some instances a handicapped employee may be better able to perform? 
job than one who is not handicapped because the handicap becomes 4 jo 
advantage rather than disadvantage. For example, a blind employee may have 
an acutely developed sense of hearing that is an advantage in a certain job, or? 
deaf employee may be less distracted by noises. 
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Tony Valente was deaf. He worked in a noisy machine-shop office in a clerical job 
that required intense mental concentration. Prior to the time that Tony took the job, 
turnover in the job was high. Employees stayed from three days to six months and 
complained that the noise distracted them, increased their errors, and reduced the 
minutes of actual work that they could do in an hour. When Tony took the job, he 
adapted to it easily. Communication with others took more time because of his 
handicap, but this loss was more than offset by the gain from his ability to concen- 
trate better on the job. 


OLDER WORKERS 


Employment of older workers will be discussed in more detail in order to 
illustrate additional behavioral issues involved. 


EEO 


The Age Discrimination Act of 1967 (as amended in 1986) provides EEO for 
employees over age forty. The law recognizes that people now live longer, that 
many older people are in good health and able to work after sixty-five, and that 
many of them want to work beyond sixty-five. In addition, inflation reduces the 
real value of retirement benefits and savings for some older workers, so they 
need to work longer to maintain a satisfactory standard of living. 

People age forty and over are a protected group, so employers need to take 
the usual actions to ensure that older employees actually have EEO. Areas of 
action include employment, training opportunities, rates of pay, promotions, 
reasonable adaptation to physical limitations, and eventual retirement. 


For example, a manufacturing company laid off several of its middle managers who 
were under age seventy. It said that their work was unsatisfactory and that they 
were unable to keep up with the fast-moving pace of change. They filed charges of 
age discrimination and eventually won back pay and an opportunity for reinstate- 
ment. In a few instances the company was able to prove unsatisfactory performance, 
so the charges brought by these managers were dismissed. 


Job adjustment of older workers 


As workers grow older, they have many adjustments to make. With regard to 
organizational behavior, older workers tend to develop gradually into social 
groups that are often separate from younger workers. Their interests and even 
their day-to-day conversations are different. Older workers become less able to 
take part in active sports such as company softball. The important point is that 
these changes need to take place without causing older employees to feel 
socially isolated and insecure. They need to be accepted and understood—to 
be respected for what they have to offer, rather than penalized for what they 
cannot help. Age comes alike to all persons, so management, unions, and work 
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groups need to recognize their responsibility to build an organizational climate 
that accepts and integrates older workers. In this way they can be assured of 
genuine EEO in their older years. 


PERFORMANCE OF OLDER WORKERS Generally the job performance of older 
and younger workers is about the same.!? Although there are many variations, 
a typical situation is that infirmities associated with age often are offset by 
improvements of other types, so total performance remains about the same. 
For example, some older workers need to work at a slower pace, but they 
compensate for this deficiency by improved dependability, quality of work, 
attendance, and effort. Perhaps the greatest difficulty faced by older workers is 
job changes that upset established job patterns and may cause their jobs to 
become obsolete. These kinds of situations can be threatening. 


JOB PLACEMENT PROFILE CHARTS Improved EEO for older workers can be 
encouraged by using job placement profile charts to match worker physical and 
mental abilities with a job's requirements.!® The profile chart displays an 
evaluation of both job requirements and worker abilities for key features of the 
job so that management can easily determine how well a worker fits a job. With 
the aid of proper counseling for job placement, profile charts have helped older 
workers reduce absences and sick leave and continue effective work for a longer 
period of time. 


Figure 19-6 displays a profile chart for an older worker in an office job. The worker 
is a reasonably suitable match except for eyesight. Perhaps the employee's eyesight 
can be corrected in some way, as with better eyeglasses. If not, perhaps the job can 
be changed to require less effective eyesight or the employee can be reassigned to a 
job with less stringent requirements. One older worker, for example, was moved 
from a standing job to a sitting job, and that worker's sick leave declined from an 
excessive amount to zero for the next sixteen months. 


Easing the transition into retirement 


Retirement tends to be one of life’s most difficult adjustments. Suddenly à 
worker moves from a full-time job to no job, so a feeling of uselessness can 
overwhelming. 


Consider the case of Mack McGuire, whose department is holding a retirement 
dinner for him. There he stands at the bead of the table fiddling with the watch the 
company just gave him. He is choked with emotion and fishing for the right words '? 
tell how he feels inside. A month ago he was willing and able to work, but now he 8 
seventy and about to retire. He knew retirement was coming, but he never did want 
to think about it before because the subject was too painful. Suddenly he realizes 
that retirement is upon him, and he panics at the thought of it. 


PRERETIREMENT COUNSELING Retirement, like one's own funeral, is somè- 
thing many employees would rather not think about, so employers develop 


FIGURE 19-6 
Profile chart for job 
placement of an 
older worker in an 
office job 


Two programs for 
better transition 
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programs that encourage employees to think about pending retirement. These 
programs usually are called preretirement counseling. One necessary subject is 
pension choices and insurance benefits that will be available after retirement. 
Since a major concern of workers after retirement is income maintenance, they 
often welcome counseling of this type. Other counseling topics include finan- 
cial management, possible hobbies, and emotional problems associated with 
retirement. 

Another subject with a significant influence on retiree satisfactions is health, 
so firms may provide health guidance prior to retirement. Workers are encour- 
aged to develop good health maintenance patterns so that they can maintain 
these patterns after retirement. 


PHASED RETIREMENT Another way to soften the transition to retirement is to 
give workers more time off, usually with pay, in the years immediately preced- 
ing retirement. This is called phased retirement. It allows workers to become 
accustomed to being away from work and learning to enjoy other activities. 


A few European firms have generous phased retirement plans.2° One firm allows 
workers beginning at age sixty-one to have one-half day off each week with pay. 
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With each advancing year, the amount is increased one-half day, so that at age sixty- 
four a worker has two days off each week with pay. The worker then should be 
better prepared for retirement at age sixty-five. 

Another company provides workers with two additional weeks of paid leave 
beginning at age sixty-one. This amount is increased gradually until, at age sixty- 
four, workers receive twelve summer weeks and eight other weeks with pay. 


SUMMARY 


Equal employment opportunity is the provision of equal opportunities to 
secure jobs and earn rewards in them, regardless of conditions unrelated to job 
performance. It is public policy because of the. social benefits that it can 
provide. The primary federal laws that apply EEO are Title VII of the Civil 
Rights Act, the Equal Pay Act, the Age Discrimination Act, the Vocational 
Rehabilitation Act relating to handicapped persons, and the Pregnancy Dis- 
crimination Act. People protected by these laws are called protected groups. 
The principal areas of protection are a person's race, color, religion, national 
origin, sex, age, and handicap. 

EEO laws are enforced primarily by the Equal Employment Opportunity 
Commission. Many major employers have adopted affirmative action pro- 
grams. EEO presents many difficult behavioral issues such as social integration 
of minorities into work groups, group conflict, individual and group power, 
sexual harassment, reverse discrimination, religious freedoms, and adaptations 
for handicapped and aged employees. 


Lerma amd Concepts fov Atria 


Equal employment opportunity (EEO) Reverse discrimination 


Equal Employment Opportunity Com- Proportional and parity employment 
mission (EEOC) Sexual harassment 

tion agreement Job placement profile charts 
Protected groups 


Preretirement counseling 
Phased retirement 


1 Survey your classroom group to determine how many of you currently ar 
members of a protected group. How many are members of more than oné 
protected group at the present time? Assuming that EEO laws remain the 
same, how many of you are likely to be members of a protected group 
twenty-five years from now? 

2 Form into research groups to study and discuss the potential benefits and 
problems that appear to be associated with EEO as currently en f 
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Present your report to the entire classroom group, and discuss it compared 
with reports of other groups. 

3 Do you think some job discrimination is justified? Consider such instances 
as the denial of certain jobs to people below certain ages; the hiring of 
relatives by the owners of small businesses; and, for certain government 
jobs, the giving of preference to veterans of military service. If some of this 
discrimination is justified, how will that which is equitable be distinguished 
from that which is not equitable? 

4 Read current EEO information and then prepare an affirmative action 
program for women in an organization of your choice. 

5 Contact three local organizations, and ask them what their policy on sexual 
harassment is. Present your findings to the class, and compare them to 
Figure 19-4. 

6 Discuss the use of job placement profile charts for older employees. What 
problems and benefits do you see in their use? 

7 Review the idea of phased retirement programs. What equity issues might 
arise when younger employees discover that some workers are receiving 
full pay for reduced time at work? 

8 Read some additional information about affirmative action. Conduct a class 
debate, highlighting its strengths and weaknesses. 

9 Report to the class whether you have ever felt that you were the victim of 
reverse discrimination. If you were, discuss the circumstances, how you 
felt, and how it was resolved. 

10 Discuss AIDS-related issues at work. How would you feel about hiring, or 
working next to, an AIDS victim? 


T neidinte’ 
per ly a fd an electronic assembly plant in a community near the 
Mexican border. About 60 percent of employees are Mexican-Americans, anda 
few others are Mexican citizens. This firm had a rush order that required steady 
work from all employees and no leaves of absence. This order extended through 
September 16, the Independence Day of Mexico. This holiday and surrounding 
days are elaborately celebrated by the Mexican-American community; how- 
ever, the company strongly needed full attendance of all employees during this 
ac oie attendance, department superintendent Max Ways wrote a direc- 
tive, as was his usual practice with employees, stating that no leave would be 
granted to anyone during the holiday period because the rush order was not 
completed. i 
superin t, Arleigh Watkins, called his employees together in 
en way and aee the problem in detail in both English and Spanish. 
He stated that he could allow leaves only to a few people who were on 
entertainment committees and had other special reasons for absence. He 
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appealed for the cooperation of all employees to continue working because of 
the rush order. 


Question 
Appraise the different ways in which the two superintendents approached their employ- 
ees. Discuss the probable absence rates in the two departments during the holiday 


period. 


MARY SCROGGINS 

Mary Scroggins graduated from Northwestern University in accounting. Imme- 
diately after graduation she was employed effective July 1 by the local office ofa 
national accounting firm. During the employment process Mary was told that 
her normal hours of work would be 8:30 A.M. to 5 P.M., Monday through 
Friday, but that overtime work might sometimes be required, particularly in 
the months immediately preceding the income tax deadline of April 15. Mary 
belongs to a Christian denomination whose Sabbath is on Saturday, and she is 
an active and devout member of her church. At the time of employment the 
accounting firm did not inquire about her religion because it wished to comply 
fully with the Civil Rights Act concerning race, religion, creed, and national 
origin. Mary likewise did not mention her religion at this time. 

During the following six months Mary proved to be a capable and loyal 
employee. Her performance was above average for her team, and her super- 
visor, Royce Mathis, remarked to his manager how pleased he was to have 
Mary in his group. He felt that, assuming she continued to grow, she had 
potential for promotions within the firm. 

As the income tax period approached, Mary's supervisor began preparing 
overtime schedules for his group. Based upon past practice and consensus 
within the group, all overtime was scheduled on Saturdays. When Marys 
supervisor discussed the tentative schedule with her, she said she would not 
work on Saturday because of her religious belief. In fact, her religious belief 
required her to stop work before sundown Friday. 


Questions 

1 Discuss the organizational behavior issues raised by this incident and what Royce 
Mathis should do to solve them. ; 

2 Perform library research on EEO law and discuss how it might influence Royces 
actions in this situation. 


Femma) — 


1 Rosabeth Moss Kanter, "Men and Women of the Corporation Revisited,” Manag” 
ment Review, March 1987, p. 16. 

2 rg "Affirmative Action: After the Debate, Opportunity,” Business Week, 

pr. b " 

3 Examples of committed, cohesive employees abound. For an example in the Silicon 
Valley area, read the account provided in John Sculley, Odyssey: Pepsi to AP” 
ple . . . A Journey of Adventure, Ideas, and the Future, New York: Harper & Row: 
Publishers, Inc., 1987. 
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4 Frances C. Shipper and Frank M. Shipper, “Beyond EEO: Toward Pluralism,” 
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devices; see David G. Scalise and Daniel J. Smith, "Legal Update: When Are Job 
Requirements Discriminatory?" Personnel, March 1986, pp. 41-48. 

1 For a review of some key decisions, see James R. Redeker, "The Supreme Court on 
Affirmative Action: Conflicting Opinions," Personnel, October 1986, pp. 8-14; and 
Paula Dwyer, "Clearing the Confusion over Affirmative Action," Business Week, 
July 14, 1986, pp. 26-27. 

8 Jeanne C. Poole and E. Theodore Kautz, “An EEO/AA Program That Exceeds 
Quotas—It Targets Biases,” Personnel Journal, January 1987, pp. 103-105. 

9 “Supreme Court Rules on Title VIL," Washington Vantage Point, April 1981, p. 1. 

10 Gary N. Powell, “Sexual Harassment: Confronting the Issue of Definition,” Business 
Horizons, July-August 1983, pp. 24-28. 

11 Diane Feldman, “Sexual Harassment: Policies and Prevention,” Personnel, Sep- 
tember 1987, pp. 12-17; and David E. Terpstra and Susan E. Cook, “Complainant 
Characteristics and Reported Behaviors and Consequences Associated with Formal 
Sexual Harassment Charges,” Personnel Psychology, Autumn 1985, pp. 559-574. 

12 A landmark sexual harassment case, Meritor v. Savings Bank v. Vinson, was the first 
to reach the U.S. Supreme Court in 1986. Its ruling is discussed in Frederick L. 
Sullivan, “Sexual Harassment: The Supreme Court’s Ruling,” Personnel, December 
1986, pp. 37-44. A review of the prior relevant case law is in Robert H. Faley, 
“Sexual Harassment: Critical Review of Legal Cases with General Principles and 
Preventive Measures,” Personnel Psychology, Autumn 1982, pp. 583-600. r 

13 "Supreme Court Eases Task of Employers in Meeting Religious Needs of Workers, 
Wall Street Journal (Western edition), June 17, 1977, p. 4. : $ 

14 George E. Stevens, “Exploding the Myths about Hiring the Handicapped,” Person- 
nel, December 1986, pp. 57-60; and Rod Willis, “Mainstreaming the Handicapped 
without Tokenism," Management Review, March 1987, pp. 43-48. 

15 For a more thorough discussion of issues, see Robert S. Letchinger, "AIDS: An 


"AIDS in the Workplace: What Can Be Done?" Personnel, July 1987, pp. 57-60. 
16 Phyllis Schiller inia and Donald W. Myers, "AIDS: Tackling a Tough Problem 
through Policy," Personnel Administrator, April 1987, pp. 95, and William S. 
Waldo, "A Practical Guide for Dealing with AIDS at Work," Personnel Admin- 


, August 1987, pp. 135-138. 
17 Gopal C. Pati and jibe I. Adkins, Jr., "Hire the Handicapped—Compliance Is 
Good Business,” Harvard Business Review, January-February 1980, pp. 14-22. 
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Blocklyn, “The Aging Workforce,” Personnel, August 1987, pp. 16-19. An alter- 
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Subordinate Age on Performance Ratings and Causal Attributions,” Personnel Psy- 

hology . 545-557. 
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Unique Industrial Health System,” Industrial Gerontology, Fall 1973, p. 41. 

20 Bernhard Teriet, “Gliding Out: The European Approach to Retirement, Personnel 
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Programs Working Well in Europe,” Management Review, August 1983, pp. 32-33. 
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wa n an insurance office, the work of a young stenographer became erratic as 
the result of an emotional conflict she was having with her mother. In a 
foundry, a skilled worker asked for transfer to a semiskilled job in another depart- 
ment because "I just wouldn't work for that stupid supervisor one more day." These 
kinds of situations illustrate stressful conditions that often can be helped by counsel- 
ing. No matter how well human relationships are handled, people occasionally 
develop emotional problems, and a prime way to treat these difficulties is to counsel 
one or more of the parties involved. 


In this chapter we discuss what stress is and how it affects job performance. 
Then we discuss types of counseling and how they are used to help employees 
with their problems. 


EMPLOYEE STRESS 


Stress 


Stress is the general term applied to the pressures people feel in life. The 
presence of stress at work is almost inevitable in many jobs. For example, a 
survey by the National Association of Working Women reported that one-third 
of the respondents perceived their jobs as very stressful, and another 62 
percent saw their work as somewhat stressful.? When pressure begins to build 
up, it can cause adverse strain on one's emotions, thought processes, and 
physical condition. When stress becomes excessive, employees develop various 
symptoms of stress that can harm their job performance and health, and even 
threaten their ability to cope with the environment. As shown in Figure 20-1, 
people who are stressed may become nervous and develop chronic worry. They 
are easily provoked to anger and are unable to relax. They may be um 
cooperative or use alcohol or drugs excessively. Although these conditions also 
occur from other causes, they are common symptoms of stress. 

Stress also leads to physical disorders, because the internal body system 
changes to try to cope with stress. Some physical disorders are short-range, 
such as an upset stomach. Others are longer-range, such as a stomach ulcer. 
Stress over a prolonged time also leads to degenerative diseases of the heart. 
kidneys, blood vessels, and other parts of the body. Therefore it is important 
that stress, both on and off the job, be kept at a level low enough for most 
people to tolerate without disorders. 


For example, Peter Randall was transferred from a small city to a very large c 
where his commuting time to work was nearly one hour. He disliked city noise’ 
heavy traffic, and crowds, and he felt he was wasting his time while commuting. His 
Within a few months he developed intestinal problems. When a medical examin® 
Bee ca sight ees emus ei ib diodes lg wes seat to a counsclos. Te 
was slight improvement, so finally counselor in cooperation with his 
cian recommended that he transfer to a smaller city. His firm nd his transfer, 
and within a short time his problems disappeared. 


FIGURE 20-1 
Typical symptoms of 
Stress 
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There is emerging evidence that in some situations an organization can be 
held legally liable for the emotional and physical impact of job stress on 


employees like Peter. Poor working conditions, sustained conflicts with super- 
visors, traumatic events, or intentional harassment of employees sometimes 
results in anguish, neuroses, or even suicide. If liability is established, employ- 
ees could claim benefits under workers' compensation laws, as well as sue for 


financial damages.? 


Duration and intensity of stress 

Stress can be either temporary or long-term, mild or severe, depending mostly 
on how long its causes continue, how powerful they are, and how strong the 
employee's recovery powers are. If stress is temporary and mild, most people 
can handle it or at least recover from its effects rather quickly. 


representative, was transferred to a new territory after nine 


different He felt frustrated, uneasy, and over- 
with different people ad as too much to learn in too short a time. He 
conflicts with two or three customers and became less cooperative at home. He was 


in a condition of mild stress. a 
weeks territory, his stress gradually disappeared, and 
few weeks in i fortable as he had been in his old territory. 
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In contrast to Meyer's temporary stress, some major pressures are sustained 
for long periods. Problems predictably arise when high-intensity stress con- 
tinues for an extended duration of time. According to the theory developed by 
Hans Selye, the human body cannot instantly rebuild its ability to cope with 
stress.* As a result, people become physically and psychologically weakened 
from trying to combat it. This condition is called burnout—a situation in which 
employees are emotionally exhausted, become detached from their work, and 
feel unable to accomplish their goals. Some jobs, like those in the helping 
professions (such as counselors, health care professionals, and social workers) 
and those with continuous high stress (such as air-traffic controllers and stock- 
brokers) are more likely than others to result in burnout. 

When workers become burned out, they are more likely to complain, at- 
tribute their errors to others, and be highly irritable. The alienation they feel 
drives many of them to think about leaving their jobs, to seek out opportunities 
to become trained for new careers, and actually to quit.5 Organizations need to 
identify both the jobs that lead to early burnout and the employees who exhibit 
some of the burnout symptoms. Sometimes it may be possible to change the 
parts of a job that contribute to burnout. In other cases the firm can help 
employees learn how to cope better with their stressful work situations. An 
important first step is to examine and understand the causes of stress, and these 
will be discussed here. 


Causes of stress 


Conditions that tend to cause stress are called stressors. Although even a single 
stressor may cause major stress, usually stressors combine to pressure an 
employee in a variety of ways until stress develops. 


The experience of Walter Mathis, an automobile mechanic, illustrates how various 
conditions combine to cause stress. Mathis felt that he was doing well, but then he 
failed to get a wage increase he had expected. At about the same time, his 
divorced him. A short time later, partly because of problems leading to the divorce: 
he underwent a detailed audit by the U.S. Internal Revenue Service. So many 
different problems were hitting Mathis that he began to show signs of stress. 


This example illustrates the results of an ongoing study by the National 
Institute of Mental Health.9 It reports that the major sources of employee 
stress are evenly divided between organizational factors and the nonwor 
environment. These dual causes are reflected in Figure 20-2, which shows that 
employees may respond to these stressors with either positive stress (whi 
stimulates them) or negative stress (which detracts from their efforts). A57 
result, there may be either constructive or destructive consequences for 
the organization and the employee. These effects may be short-term and 
diminish quickly, or they may last a long time. To control stress, then, orga" 
zations usually begin by exploring its job-related causes. 
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FIGURE 20-2 

A model of causes, 
types, and 
consequences of 
stress 


Source: Parts of the model 
are adapted from Randall 
S. Schuler, “An Integrative 
Transactional Process 
Model of Stress in 
Organizations,” Journal of 
Occupational Behaviour, 
January 1982, pp. 5-19. 


Examples of 


job stressors 


Job causes of stress 


Almost any job condition can cause stress, depending upon an employee's 
reaction to it. For example, one employee will accept a new work ure 
while another rejects it. There are, however, a number of job conditions that 
frequently cause stress for employees. Major ones are shown in Figure 20-3. 

Work overload and time deadlines put employees under pressure and lead to 
stress. Often, some of these pressures arise from supervision, so a poor quality 
of supervision can cause stress. Examples are an autocratic supervisor, an 
insecure political climate, and inadequate authority to match one's respon- 
sibilities. 


For example, Marsha Oldburg worked three years as a production expediter in an 
electronics plant. She experienced frequent emergencies, conflict, tight schedules, 
and pressures. She seldom had enough authority to match her responsibility. Occa- 
sionally she commented, 


discovered during a routine phys 
After discussions with a physician, she consulted a personnel counselor, who helped 


her transfer to a job with less pressure and a better match of authority with 
responsibility. Within six months her blood pressure was under control. 


Role conflict and ambiguity also are related to stress." In situations of this 
type, people have different of an employee's activities on a job, so 
the employee does not know what to do and cannot meet all expectations. In 


addition, the job often is poorly defined, so the employee has no official model 


hich to depend. 
sra vafe of stress lies in differences between company values, as often 


reflected in the organization's culture, and employee values. Substantial differ- 
ences can lead to significant mental stress as an effort is made to balance the 


FIGURE 20-3 


Typical causes of 


stress on the job 


Sources vary. 
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o Work overload 

o Time pressures 

o Poor quality of supervision 

o Insecure political climate 

o Inadequate authority to match responsibilities 

o Role conflict and ambiguity 

o Differences between company and employee values 

o Change of any type, especially when it is major or unusual 
o Frustration 


a ER 


requirements of both sets of values. The results of this conflict between 
individual needs and organizational characteristics are illustrated in this study: 


Seventy-three U.S. Army and Air Force officers were surveyed to identify their 
perceptions of job factors causing stress for them. Respondents in the highest stress 
group, called achievement-centered individuals, feared making wrong decisions, 
were unclear about their advancement opportunities, and didn't know what people 
expected of them. Another high group was labeled organization-centered, and these 
officers were unclear about their responsibilities and the basis for performance 
appraisals. They also felt that both the authority and information needed to perform 
their jobs was inadequate. Officers in a third group felt low stress on the other items, 
but were deeply concerned about having to make decisions on the job that were 
against their better judgment. Even respondents in a group that was otherwise free 
of stress felt substantial stress from the inconsistency between their own values and 
the job requirements. 


Some jobs provide more stress than others.® Those that involve rotating shift 
work, machine-paced tasks, or hazardous environments are associated with 
greater stress. Workers who spend many hours daily in front of computer 
screens also report high stress levels. Evidence also indicates that the sources 
of stress differ by organizational level. Executive stress may arise from the 
pressure for short-term financial results or the fear of a hostile takeover at- 
tempt. Supervisory stressors include the pressure for quality and customer 
service, numerous meetings, and responsibility for the work of others. Workers 
are more likely to experience the stressors of low status, resource shortages 
and the demand for a large volume of error-free work. 

A general and widely recognized cause of stress is change of any P^ 
because it requires adaptation by employees. It tends to be especially stes 
when it is major or unusual, such as a temporary layoff or transfer. A relat 
source of stress that affects many employees is worry over their financial wë 
being.!? This can arise when cost-saving technology is introduced, con 
negotiations begin, or the firm's financial performance suffers. Clearly. i. 
are numerous and powerful forces at work that can contribute to the feeling 


stress. 
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Frustration 


Another cause of stress is frustration. It is a result of a motivation (drive) being 
blocked to prevent one from reaching a desired goal. If you are trying to finish a 
report by quitting time in the afternoon, and one interference after another 
develops to require your time, then by the middle of the afternoon, when you 
see that your goal for the day may not be reached, you are likely to become 
frustrated. You may become irritable, develop an uneasy feeling in your 
stomach, or have some other reaction. These reactions to frustration are known 
as defense mechanisms, because you are trying to defend yourself from the 
psychological effects of the blocked goal. 

The example given is merely a one-day frustration that probably will be 
overcome tomorrow, but the situation is more serious when there is a long-run 
frustration, such as a blocked opportunity for promotion. Then you have to live 
with the frustration day after day. It begins to build emotional disorders that 
interfere with your ability to function effectively. 


TYPES OF REACTIONS One of the most common reactions to frustration is 
aggression. Whenever people are aggressive, it is likely that they are reflecting 
frustrations that are upsetting them. Additional reactions to frustration include 
apathy, withdrawal, regression, fixation, physical disorders, and substitute 
goals. We can illustrate them by continuing the story of the blocked promotion. 
Suppose that you think your supervisor is blocking your promotion. The 
blockage may be real or only a result of your imagination, but in any case it is 
real to you. As a result of your frustration, you may become aggressive by 
demanding better treatment and threatening to appeal to higher management. 
Or you may do almost the reverse and become apathetic, not responding to 
your job or associates. Another reaction is withdrawal, such as asking for a 
transfer or quitting your job. Regression to less mature behavior also is possi- 
ble, such as self-pity and pouting. 

If there is a fixation, perhaps you constantly blame your supervisor for both 
your problems and the problems of others, regardless of the true facts. You also 
may develop a physical disorder such as an upset stomach or choose a substitute 
goal such as becoming the leader of a powerful informal group in office politics. 
All of these are possible reactions to frustration. It is evident that they are not 
usually favorable, either to the individual or to the organization, so it is 
desirable in organizational behavior to reduce frustrating conditions. 


SOURCES OF FRUSTRATION Although the example that was discussed concerns 
management as the source of frustration, management is only one of several 
sources. Another major source is coworkers who may place barriers in the way 
of goal attainment. Perhaps they delay work inputs to you, thereby delaying 
your work. Or their poorly done inputs prevent you from doing quality work. 
You also can be frustrated by the work itself, such as a part that does not fit or a 
machine that breaks down. Even the environment, such as a rainy day, may 


prevent you from doing the work you intended. 


Supportive 
is needed. 


Some research suggests that it is the little things, called hassles, rather than major 
life crises, that produce frustration. These hassles are conditions of daily living that 
are perceived to threaten one’s well-being. They have been found to be related to 
both symptoms of ill and level of absenteeism.!! The most frequent hassles 
include too many things to do, losing items, interruptions, and unchallenging work. 
Some of the hassles with the greatest average severity were related to both the job 
and the environment, such as problems with aging parents, prejudice and discrimi- 
nation, and insufficient personal energy. 


A source of frustration rarely recognized is you, yourself. Perhaps your goals 
are higher than your present abilities. You may want promotion to a job that 
requires mathematical ability, but you did not learn it well in school, so others 
are better prepared for the job. The result is that you are frustrated. A mature 
solution is to return to school part time and learn the mathematics that you 
lack. However, you may not be able to invest the time, so you remain frus- 
trated as long as the strong drive exists. 


Pamela Bond was a supervisor who did not bother to learn proper grammar in 
community college. As a supervisor, she had reports to prepare and knew that she 
did not do them well. She was frustrated, defensive, and critical of those who 
presented reports to her. She felt that any further promotion was blocked until she 
learned to write. 

Management finally recognized that a number of employees had problems similar 
to Bond’s. It developed a training course in business writing and encoura 
supervisors to take it. Bond took the course and learned so much that she later took a 

up course in a community college. Within a year her language frustration 
vanished and her performance improved. 


FRUSTRATION AND MANAGEMENT PRACTICE The stronger one's motivation oF 
drive toward a blocked goal, the stronger one’s frustration will be, other things 
being equal. If motivation is lacking, then very little frustration is likely to 
develop. This means that when management attempts to motivate employees 
strongly, it also should be prepared to remove barriers and help prepare the 
way for employees to reach their goals. The required managerial role is 4 
supportive one. For example, if precision machine work is encouraged, the 
machinist needs proper training, equipment, tools, and materials for precision 
work. Similarly if an employee is assigned a special project and motivated to do 
it, then a suitable budget and other support are required in order to prevent 
frustration. The idea is not to remove all difficulties so that the assignment loses 
its challenge but rather to provide enough support to make the project reasona- 
bly possible. 

Counseling can help reduce frustrations by helping employees choose m 
ture courses of action to overcome blockages preventing goal accomplishment. 
The counselor also can advise management regarding blockages so that it can 
try to reduce or remove them. 


FIGURE 20-4 


À stress performance 
model 
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Stress and job performance 
Stress can be either helpful or harmful to job performance, dam the 
amount of it. Figure 20-4 presents a stress-performance model RES the 
relationship between stress and job performance.!? When there is no stress, 
job challenges are absent and performance tends to be low. As stress increases, 
performance tends to increase, because stress helps a person call up resources 
to meet job requirements. It is a healthy stimulus that encourages employees to 
respond to challenges. Eventually stress reaches a plateau that corresponds 
with a person's top day-to-day performance capability. At this 
point additional stress tends to produce no more improvement. 

Finally, if stress becomes too great, performance begins to decline, because 
stress interferes with it. An employee loses ability to cope, becomes unable to 
make decisions, and is erratic in behavior. If stress increases to a breaking 
point, performance becomes zero; the employee has a breakdown, becomes too 
ill to work, is fired, quits, or refuses to come to work to face the stress. 


The stress-performance relationship may be compared with strings on a violin. 


Stress thresholds 
People have different tolerances for stressful situations, and this helps explain 
variations in employee performance across similar jobs. The level of stressors 


High 


Job performance 


Type A behaviors 


Type B behaviors 


] 


that one can tolerate before negative feelings of stress occur and performance is 
adversely affected is one's stress threshold. Some people are easily upset by the 
slightest change or disruption in their work routines. Others are cool, calm, and 
collected under the same conditions, partly because they have confidence in 
their ability to cope. They have a much higher stress threshold, and their 
performance does not suffer unless a stressor is major or prolonged. 
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Marie Johnson was a cashier at a local supermarket. Every day she faced long lines, 
time pressures, complaints from customers about high prices, and cash register 
errors, but these events did not trouble her. She enjoyed meeting people. On the 
other hand, Antonio Valenzuela, a cashier at an adjoining counter, had difficulty 
with the complaints and pressures he received. He began to make errors and get 
into arguments. He seemed nervous. Finally, he asked to transfer to another part of 
the store. The two employees had different stress thresholds. 


Type A and B people 


Reactions to stressful situations often are related to type A and B people.” 
Type A people are aggressive and competitive, set high standards, and put 
themselves under constant time pressures. They even make excessive de 

on themselves in recreation and leisure. They often fail to realize that many of 
the pressures they feel are of their own making rather than products of their 
environment. Because of the constant stress that they feel, they are more prone 
to physical ailments related to stress, such as heart attacks. 

Type B people are more relaxed and easygoing. They accept situations and 
work within them rather than fighting them competitively. Such people are 
especially relaxed regarding time pressures, and so they are less prone to have 
problems associated with stress. 

The research on type A and B people is still accumulating.!4 For example; 
some of the type A behavior patterns like competitiveness and a drive for career 
success appear to be consistent with society's values. At the same time, 
hostility and aggression these people exhibit may make it difficult for many 
employees to work with them. Some studies also suggest that there may be 
different forms of type A personalities. As a result, the type A's who are more 
expressive and less hostile may be less prone to heart disease. Other type A's 
apparently enjoy their success so much that they disregard the surro 
stress and don't suffer from heart attacks or other physical consequences. 

The distinction between type A and type B people raises several challenging - 
questions for managers. Should an organization consider the type A or type B 
nature of employees when making job assignments? Should it develop training | 
programs to help change type A employees into type B persons? Does it havea i 
responsibility to provide training that will help both A's and B's cope with 
work habits and expectations of supervisors who are different from them i 
Although stress reduction at work is a desirable goal, finding the answers 
these questions will require consideration of ethical, financial, and practie 
issues. 
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Approaches to stress management 

There are several ways to help employees cope with stress and control its 
effects. Some of the approaches that have been presented in earlier chapters 
are improved communication, participation, organization development, and 
the redesign of jobs. These are just some of the positive ways in which an 
organization can reduce or eliminate the stressors for its employees. Four 
approaches that often involve employee and management cooperation for stress 
management are social support, meditation, biofeedback, and personal well- 
ness programs. !5 


SOCIALSUPPORT Some observers suggest that "much of the stress of life grows 
out of one's feelings of separateness from the world. "!9 Some people who have a 
driving ambition and choose to work independently may fail to develop close 
attachments to friends and colleagues. To achieve their success they often 
sacrifice fulfillment of their social needs. This may result in anger, anxiety, and 
loneliness, all producing stress in their lives. 

A powerful antidote to this problem lies in the presence of social support at 
work. Social support is the network of activities and relationships that provides 
an employee with desired social satisfaction. Its source may be supervisors, 
coworkers, friends, or family. Its focus may be on either work tasks or social 
exchanges, such as games, jokes, and teasing. Research suggests that when 
employees have at least one person from whom they can receive social support, 
they will experience lower stress.'7 This suggests that supervisors could choose 
to play this role for their employees, or they can simply encourage it to develop 
among a group of workers. 


MEDITATION Meditation involves quiet, concentrated inner thought in order 
to rest the body physically and emotionally. It helps remove persons tem- 
porarily from the stressful world and reduce their symptoms of stress. 
Transcendental meditation (TM) is one of the more popular practices. Tran- 
scendental meditators try to meditate for two periods of fifteen to twenty 
minutes a day, concentrating on the repetition of a word called a mantra. There 
are a number of similar practices with other names, such as yoga. Usually they 


all have the following common elements: 


m A relatively quiet environment 
m A comfortable position 
m A repetitive mental stimulus 
m A passive attitude 

Meditation is so highly regarded that a few organizations have established 
meditation rooms for employee use, and many employees who meditate report 
favorable results. 
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New York Telephone Company provides a program called Clinically Standardized 
Meditation for its employees, and more than 300 have participated in it. A pilot 
study after five months showed that meditators improved more than a control group 
on test scores of anxiety, hostility, and psychosomatic disorders. Participants also 
reported feeling better about life and better about themselves. 5 


BIOFEEDBACK À different approach for working with stress is biofeedback, by 
which people under medical guidance learn from instrument feedback to 
influence symptoms of stress such as increased heart rate or severe headaches. 
Until the 1960s, it was thought that people could not control their involuntary 
nervous system which, in turn, controls internal processes such as heartbeat, 
oxygen consumption, stomach acid flow, and brain waves. There now is evi- 
dence that people can exercise some control over these internal processes, so 
biofeedback may be helpful in reducing undesirable effects of stre 


PERSONAL WELLNESS In general, there is a trend toward programs of preven- 
tive maintenance for personal wellness that are based on research in behavioral 
medicine. Health care specialists can recommend changes in lifestyle such as 
breathing regulation, muscle relaxation, positive imagery, nutrition manage- 
ment, and exercise that enable employees to use more of their full potential. 
Clearly, a preventive approach is preferable for reducing the causes of stress, 
although coping methods help one adapt to stressors that are beyond direct 
control. The key is to create a better "fit" between people and their environ- 
ment, and alternative approaches may be useful for different employees. 


EMPLOYEE COUNSELING 

Definition 

Counseling is discussion of a problem that usually has emotional content with 
an employee in order to help the employee cope with it better.!9 Counseling 
seeks to improve employee mental health. As shown in Figure 20-5, £ 
mental health means that people feel comfortable about themselves, righ! 
about other people, and able to meet the demands of life. 

The definition of counseling implies a number of characteristics. It is 4n 
exchange of ideas and feelings between two people, a counselor and a coun 
selee, so it is an act of communication. Since it helps employees cope Wi 
problems, it should improve organizational performance, because the em- 
ployee is more cooperative, worries less about personal problems, or improves 
in other ways. Counseling also helps the organization be more human an 
considerate with people problems. 

Counseling may be performed by both professionals and nonprofessionals. 
For example, both a personnel specialist in counseling and a supervisor who is 
not trained in counseling may counsel employees. Company physicians 
counsel employees and even an employee's friends may provide counseling: 
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FIGURE 20-5 
Characteristics of. 
people with good 
mental health 


Source: Mental Health Is 
1, 2, 3, Arlington, Va.: 


uw Health Association, 
n.d. 
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People with good mental health— 
1 Feel comfortable about themselves. 
5 Are not bowled over by their own emotions—by their fears, anger, love, jealousy, guilt, or 


o Can take life's disappointments in their stride. 
o Have a tolerant, easygoing attitude toward themselves as well as others; they can laugh at 


o Neither underestimate nor overestimate their abilities. 

© Can accept their own shortcomings. 

o Have self-respect. 

o Feel able to deal with most situations that come their way. 

n Get satisfaction from the simple, everyday pleasures. 

2 Feel right about other people. 

o Are able to give love and to consider the interests of others. 

o Have personal relationships that are satisfying and lasting. 

o Expect to like and trust others, and take it for granted that others will like and trust them. 
o Respect the many differences they find in people. 

o Do not push people around, nor do they allow themselves to be pushed around. 
o Can feel they are part of a group. 

a Feel a sense of responsibility to their neighbors and others. 

3 Are able to meet the demands of life. 

a Do something about their problems as they arise. 

o Accept their responsibilities. 

a Shape their environment whenever possible; adjust to it whenever necessary. 
o Plan ahead but do not fear the future. 

Welcome new experiences and new ideas. 

o Make use of their natural capacities. 

o Set realistic goals for themselves. 

o Are able to think for themselves and make their own decisions. 

o Put their best effort into what they do and get satisfaction out of doing it. 


it i t 


li ually is confidential, so that employees will feel free to talk 
poca EEEE . It also involves both job and personal problems, 


openly about their problems 1 
reca boh types of problems may affect an employee's performance on the job. 


fe mpanies had employee counseling programs at an earlier 
MW hdR RÀ of employee counseling was in 1936 at Western 


th gnized 
ride Pen in Chicago.?? It is believed that this was the first time a 
company used the term “personnel counseling” for employee counseling ser- 
vices. Employee job satisfaction definitely improved as a result of the counsel- 


ing. 
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Emotions can 


cause problems. 


Six functions 
of counseling 
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Need for counseling 


The need for counseling arises from a variety of employee problems, including 
stress. When these problems exist, employees benefit from understanding and 
help of the type that counseling can provide. For example, an employee feels 
insecure about retirement, so counseling is necessary. Another employee is 
hesitant to take the risk required by a promotion, so the employee ceases 
growing on the job. A third employee may become unstable in the job. 


Ross Callander was an interviewer in a state employment office. Within a few weeks 
he became unstable in his job, becoming angry easily and being rude to inter- 
viewees. His manager noticed the change and discussed it with him. When his 
behavior continued, he was referred to a counselor. The counselor learned that 
Callander's son had been arrested and in anger had accused Callander of being a 
failure as a parent. Callander felt angry, frustrated, and defeated, and he was 
transferring these feelings to his interviewees. With the help of a community 
agency, Callander's family problem was solved, and he quickly returned to normal 
job performance. 


Most problems that require counseling have some emotional content, such as 
the problem Callander had. Emotions are a normal part of life. Nature gave 
people their emotions, and these feelings make people human. On the other 
hand, emotions can get out of control and cause workers to do things that are 
harmful to their own best interests and those of the firm. They may leave their 
jobs because of a trifling conflict that seems large to them, or they may 
undermine morale in their departments. Managers want their employees t0 
maintain good mental health and to channel their emotions along constructive 
lines so that they will work together effectively. 


What counseling can do 


The general objective of counseling is to help employees develop better mental 
health so that they will grow in self-confidence, understanding, self-control, 
and ability to work effectively. This objective is consistent with the supportive 
and human resources models of organizational behavior, which encourage 
employee growth and self-direction. It is also consistent with Maslow's higher- 
order needs and Alderfer's growth needs, such as self-esteem and self-actualiza- 
tion. 

The counseling objective is achieved through one or more of the following 
counseling functions, which are activities performed by counseling. These art 
shown in Figure 20-6. As will be seen later, some types of counseling perform 
one function better than another. 


! ADVICE. Many people look upon counseling as primarily an advice-givin8 
activity, but in reality this is only one of several functions that counseling c9? 
perform. The giving of advice requires a counselor to make judgments about # 
counselee's problems and to lay out a course of action. Herein lies the 
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FIGURE 20-6 
Functions of 
counseling 
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Advice Telling a person what you think should be done 

Reassurance Giving a person courage and confidence to face a problem 
Communication Providing information and understanding 
Release of emotional tension Helping a person feel more free of tensions 
Clarified thinking Encouraging more coherent, rational thought 
Reorientation Encouraging an internal change in goals and values 


culty, because it is almost impossible to understand another person's compli- 
cated problems, much less tell that person what to do about them. Advice 
giving may breed a relationship in which the counselee feels inferior and 
dependent on the counselor. In spite of all its ills, advice occurs in routine 
counseling because workers expect it and managers tend to provide it. 


2 REASSURANCE Counseling can provide employees with reassurance, which 
is a way of giving them courage to face a problem or a feeling of confidence that 
they are pursuing a suitable course of action. Reassurance is represented by 
such counselor remarks as "You are making good progress, Linda," and "Don't 
worry; this will come out all right." 

One trouble with reassurance is that the counselees do not accept it. They 
are smart enough to know that the counselor cannot know that the problem will 
come out all right. Even if counselees are reassured, their reassurance may fade 
away as soon as they face their problems again, which means that little real 
improvement has been made. 

Though reassurance has its weaknesses, it is useful in some situations and is 
impossible to prohibit. Reassurance cannot be prohibited just because it is 
dangerous, any more than automobiles can be prohibited because they cause 
accidents; but, like automobiles, reassurance should be used carefully. 


3 COMMUNICATION. Counseling can improve both upward and downward 
communication. In an upward direction, it is a key way for employees to 
express their feelings to management. As many people have said, often the top 
managers in an organization do not know how those at the bottom feel. The act 
of counseling initiates an upward signal, and if the channels are open, some of 
these signals will travel higher. Individual names must be kept confidential, 
but statements of feeling can be grouped and interpreted to management. An 
important part of any counselor's job is to discover emotional problems related 
to company policies and to interpret those problems to top management. 
Counseling also achieves downward communication because counselors help 
interpret company activities to employees as they discuss problems related to 


them. 


Emotional catharsis 
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4 RELEASE OF EMOTIONAL TENSION An important function of nearly all coun- 
seling is release of emotional tension; this release is sometimes called emotional 
catharsis. People tend to get an emotional release from their frustrations and 
other problems whenever they have an opportunity to tell someone about 
them. Counseling history consistently shows that as people begin to explain 
their problems to a sympathetic listener, their tensions begin to subside. They 
are more relaxed, and their speech is more coherent and rational. This release 
of tension does not necessarily solve their problems, but it does remove mental 
blocks in the way of solution, enabling them to face their problems again and 
think constructively about them. In some cases emotional release accomplishes 
the whole job, dispelling an employee's problems as if they were mental ghosts 
(which they largely were). 


In a warehouse an electric-truck driver, Bill Irwin, began to develop conflicts with 
his supervisor. Irwin was convinced that his supervisor gave him the hardest jobs 
and otherwise took advantage of him. He was convinced that his supervisor did not 
like him and would "never" give him a raise. One day the elderly timekeeper was in 
the warehouse checking time records, and Irwin, being particularly upset at the 
moment, cornered him and began to tell about his troubles. It all happened when 
Irwin commented, "You don't need to worry about my time. I'll never get a rate 
increase, and I'll never have any overtime.” The timekeeper asked, “Why?” and the 
conversation went on from there. 

The timekeeper was a staff employee working for the warehouse superintendent 
and was not in the chain of command from superintendent to supervisor to Irwin, $0 
Irwin felt free to talk. Perhaps also Irwin saw the timekeeper as a means of 
communication around his supervisor to the superintendent. At any rate, Irwin 
talked. And the timekeeper listened. 

Since the timekeeper spent much of his time on the warehouse floor, he was 
closely acquainted with work assignments and the supervisor. Irwin knew this; 
as he stated his grievances, he began to revise and soften them because he realized 
some of them did not agree with details of the situation about which the timekeeper 
had firsthand knowledge. As Irwin continued to bring his feelings out into the open, 
he felt easier and could discuss his problem more calmly. He realized that what he 
had said in the beginning was mostly a buildup of his own imagination and did not 
make sense in terms of the actual situation. He closed the conversation with the 
comment, "I guess I really don't have much of a problem, but I'm glad I told you 
anyway. 


5 CLARIFIED THINKING The case of Irwin also illustrates another function of 
counseling, that of clarified thinking. Irwin began to realize that his emotio 
comments did not match the facts of the situation. He found that he w% 
magnifying minor incidents and jumping to drastic conclusions. As his emo 
tional blocks to straight thinking were relieved, he began to think more 
rationally. In this case realistic thinking was encouraged because Irwin reco 
nized that he was talking to someone who knew the facts and was not em 
tionally involved. 

Clarified thinking tends to be a normal result of emotional release, but # 
skilled counselor can aid this process. In order to clarify the counselee 
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thinking, the counselor serves as an aid only and refrains from telling the 
counselee what is “right.” Further, not all the clarified thinking takes place 
while the counselor and counselee are talking. All or part of it may take place 
later as a result of developments during the counseling relationship. The result 
of any clarified thinking is that a person is encouraged to accept responsibility 
for emotional problems and to be more realistic in solving them.?! 


6 REORIENTATION Another function of counseling is reorientation of the 
counselee. Reorientation is more than mere emotional release or clear thinking 
about a problem. It involves a change in the employee's psychic self through a 
change in basic goals and values. For example, it can help people recognize and 
accept their own limitations. Reorientation is the kind of function needed to 
help alcoholics return to normalcy or to treat a person with severe mental 
depression. It is largely a job for professional counselors who know its uses and 
limitations and who have the necessary training. The managers job is to 
recognize those in need of reorientation before their need becomes severe, so 
that they can be referred to professional help in time for successful treatment. 


The manager's counseling role 


Excluding reorientation, the other five counseling functions can be performed 
successfully by managers, assuming they have qualified themselves. They will 
at times perform all five of these counseling functions. On other occasions, if 
professional counseling services are available, they will refer employees to the 
professional counselors.?? The point is that when counseling services are estab- 
lished, managers must not conclude that all their counseling responsibilities 
have been transferred to the counseling staff. 

Managers are important counselors because they are the ones in day-to-day 
interaction with employees. If managers close their eyes to the emotional 
problems of employees and refuse to discuss them, it appears that managers are 
saying to employees, "I don't care about you, just your work." Managers 
cannot, when an emotional upset arises, say, “This is not part of my job. Go see 
a counselor." Emotions are part of the whole employee and must be considered 
a part of the total employment situation for which a manager is responsible. For 
this reason all managers, from the lowest to the highest levels, need training to 
help them understand problems of employees and counsel them effectively. 

Almost all problems brought to a manager have a combination of factual and 
emotional content, so a manager should not spend all day looking for emotional 
content when a rational answer will solve the problem. 


, if an asks, "Is this desk going to be moved?" it may be that 
Fer wngincii n d that it may reduce her status, and so on; but 
it is also possible—just she only wants to know “Is this desk going to 
he moved?" If you answer, "Yes, over by the window," you have solved the problem 
she brought you, and there is no need to try to be an amateur psychiatrist about it! 


A continuum of 
counseling types 


FIGURE 20-7 

Types of counseling 
according to amount 
of direction that 
counselors provide 


It is said that the father of psychiatry, Sigmund Freud, warned about the 
dangers of seeing emotional meaning in everything a person says or does, 
When a friend asked him what was the emotional meaning of the pipe he 
smoked, he replied, “Sometimes, sir, a pipe is just a pipe,” meaning that it had 
no particular emotional interpretation. 


TYPES OF COUNSELING 


In terms of the amount of direction that a counselor gives a counselee, counsel- 
ing is a continuum from full direction (directive counseling) to no direction 
(nondirective counseling), as shown in Figure 20-7. Between the two extremes 
is participative counseling. These three counseling types will be discussed in 
order to show how counselors may vary their direction in a counseling situa- 
tion. 


Directive counseling 


Directive counseling is the process of listening to an employee's problem, 
deciding with the employee what should be done, and then telling and motivat- 
ing the employee to do it. Directive counseling mostly accomplishes the 
counseling function of advice, but it also may reassure, communicate, give 
emotional release, and—to a minor extent—clarify thinking. Reorientation is 
seldom achieved in directive counseling. . 
Most everyone likes to give advice, counselors included, and it is easy to do. 
But is it effective? Does the counselor really understand the employee's prob: 
lem? Does the counselor have the knowledge and judgment to make a “ri 
decision? Even if the decision is right, will the employee follow it? The answet 
to these questions is usually “No,” and this is why advice may not be helpful in 
counseling. E 
Though advice is of questionable value, some of the other functions at 
worthwhile. If the directive counselor is first a good listener, then the em 
ployee should feel some emotional release. As the result of emotional rel 
plus ideas that the counselor imparts, the employee also may clarify thinki 
Furthermore, useful communication probably takes place. Both advice 
reassurance can be worthwhile if they give the employee more courage to 
a helpful course of action that the employee supports. 
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Nondirective counseling 


Nondirective, or client-centered, counseling is at the opposite end of the 
continuum. It is the process of skillfully listening and encouraging a counselee 
to explain troublesome problems, understand them, and determine appropri- 
ate solutions. It focuses on the counselee rather than on the counselor as judge 
and adviser; so it is "client-centered." Managers can use the nondirective 
approach; however, care should be taken to make sure that managers are not so 
d on it that they neglect their normal directive leadership respon- 
sibilities. 


One company gave a full two days of training to its managers on the nondirective 
approach. They went back to their jobs thoroughly sold on the idea and ready to put 
it into practice. The trouble was that they did not sufficiently understand its 
limitations. They refrained from stating their own opinions to employees in their 
day-to-day interaction. They hesitated to issue instructions and directives. Employ- 
ees became confused, and their frustrations multiplied. The results were harmful 
rather than helpful, so finally management had to instruct its managers to return to 
their former ways of working with employees. They were told that if the nondirec- 
tive approach was to be used to counsel, it should be a supplement along with normal 
directive approaches, similar to participative counseling, discussed in the next 
section.?? 


Nondirective counseling was developed concurrently by two groups: Mayo, 
Roethlisberger, and others at Western Electric Company and Carl R. Rogers 
and his colleagues.24 Here is the way nondirective counseling typically works. 


Assume that Harold Pace comes to a counselor, Janis Peterson, for assistance. 
Peterson attempts to build a relationship that encourages Pace to talk freely. At this 
point Peterson defines the counseling relationship by explaining that she cannot tell 
Pace how to solve his problem but that she may be able to help him understand it 
and deal satisfactorily with it. j 
Pace then explains his feelings, and the counselor encourages their expression, 
shows interest in them, and accepts them without blame or praise. Eventually the 
negative feelings are drained away, giving Pace a chance to express tentatively a 
positive feeling or two, a fact that marks the beginning of Pace’s emotional growth. 
The counselor encourages these positive feelings and accepts them without blame or 
ivo feslings: 


Throughout the counseling relationship, it is important for the counselor to 


accept feelings—rather than judge them, offering blame or praise—because 
judgment may discourage an employee from stating true feelings. The basic 
idea is to get the employee to discuss feelings, to explore solutions, and to make 
wise decisions. 


Major differences between nondirective and directive counseling are sum- 


marized in Figure 20-8. They reveal that in nondirective counseling the 


FIGURE 20-8 
Ways in which 
nondirective 
counseling differs 
from directive 
counseling 


Costliness of 
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Counseling method The employee primarily controls the direction of conversation and does 
most of the talking. 


Responsibility Solution of the problem is the employee’s own responsibility. 


Status The employee is equal to the counselor as a person, while the directive method implies 
that the counselor is superior and knows what to do. 


Role The employee is psychologically independent as a person, choosing a solution and 
growing in ability to make choices in the future. 


Emphasis Emphasis is on deeper feelings and problems rather than surface symptoms. 
Adjustment of a person, rather than solution of a current problem, is paramount. 


counselee is the key person, while the counselor is the key in a directive 
approach. 


USE BY PROFESSIONALS Professional counselors usually practice some form of 
nondirective counseling and often accomplish four of the six counseling func- 
tions. Communication occurs both upward and downward through the coun- 
selor. Emotional release takes place even more effectively than with directive 
counseling, and clarified thinking tends to follow. The unique advantage of 
nondirective counseling is its ability to cause the employee's reorientation. It 
emphasizes changing the person instead of dealing only with the immediate 
problem, in the usual manner of directive counseling. 

Professional counselors treat each counselee as a social and organizational 
equal, They primarily listen and try to help the counselee discover and follow 
improved courses of action. They especially “listen between the lines” to learn 
the full meaning of an employee's feelings. They look for the assumptions 
underlying the employee's statements and for the events and feelings that are 
so painful that the employee tends to avoid talking about them. As shown in 
Figure 20-9, nondirective counselors follow an "iceberg model" of counseling 
in which they recognize that sometimes more feelings are hidden under the 
surface of a counselee’s communication than are revealed. For this reason they 
constantly encourage the counselee to open up and reveal deeper feelings that 
may help solve the employee's problem. 


LIMITATIONS With all its advantages, nondirective counseling has several 
limitations that restrict its use at work. First of all, it is more time-consuming 
and costly than directive counseling. Just one employee with one problem m 
require many hours of a counselor's time, so the number of employees that ? 
counselor can assist is limited. Professional counselors require professi 
education and consequently are expensive. Nondirective counseling also de 
pends on a capable, willing employee. It assumes that the employee possesses? 
drive for mental health, has enough social intelligence to perceive what 
lems need solution, and has sufficient emotional stability to deal with them 


The nondirective counselor needs to be careful not to become a crutch for 
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FIGURE 20-9 
Iceberg model of a 
counselee's feelings 
in a counseling 
situation 


How does 
participative 
cou work? 
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emotionally dependent employees to lean on while they avoid their work 
responsibilities. 

In some cases counseling itself is a weak solution because it returns the 
employee to the same environment that caused the problem. What is really 
needed is a better environment for employee psychological support. In this 
situation the counselor may step beyond the usual counseling role and give 
advice to management to take corrective action. 


Participative counseling 


Nondirective counseling by employees is limited because it requires profes- 
sional counselors and is costly. Directive counseling often is not accepted by 
modern, independent employees. This means that the type of counseling 
typically used in organizations is between the two extremes of directive and 
nondirective counseling. This middle ground is called participative counseling. 
Participative counseling (also called cooperative counseling) is a mutual 
counselor-counselee relationship that establishes a cooperative exchange of 
ideas to help solve a counselee's problems. It is neither wholly counselor- 
centered nor wholly counselee-centered. Rather, the counselor and counselee 
mutually apply their different knowledge, perspectives, and values to prob- 
lems. It integrates the ideas of both participants in a counseling relationship. It 
is, therefore, a balanced compromise that combines many advantages of both 
directive and nondirective counseling while avoiding most of their disadvan- 
ha serere o counseling starts by using the listening techniques of nondirec- 
tive counseling; but as the interview progresses, participative counselors may 
play a more active role than nondirective counselors would. They offer bits of 
knowledge and insight; and they may discuss the situation from their broader 
knowledge of the organization, thus giving an employee a different view of the 


problem. In general, participative counselors apply the four counseling func- 
tions of reassurance, communication, emotional release, and clarified thinking. 
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For example, Mary Carlisle was emotionally upset because she was not getting the 
promotions that she wanted. Although she discussed her problem with her super- 
visor, she was not wholly satisfied and asked to see a counselor. She and the 
counselor established open communication early in their discussion because at this 
point Carlisle was ready to open up about her problems. 

The counselor did not tell Carlisle what to do (directive approach) and did not 
merely listen (nondirective approach). Rather, the counselor explored various alter- 
natives with Carlisle, communicated some ideas about training, and provided reas- 
surance that Carlisle could become fully qualified for promotion. The result was that 
Carlisle saw her problem more clearly (clarified thinking) and chose an appropriate 
course of action. 


A contingency view 


A manager's decision to use either directive, participative, or nondirective 
counseling with an employee should be based on an analysis of several con- 
tingency factors. It should not be made solely on the manager's personal 
preference or past experience. However, the manager's knowledge and capac- 
ity to use a variety of methods is clearly a critical factor in choosing how to 
proceed. 

One of the key contingency elements to consider is the degree to which the 
employee's problem appears to be focusing on facts and the need for a timely, 
logical solution (implying the use of a more directive approach) versus focusing 
on personal feelings and emotions (implying a more nondirective approach). 
Another consideration is the degree to which the manager is willing to devote 
time and effort to the growth and development of a more independent em- 
ployee. There is also evidence to suggest that counselees have different expec- 
tations for the behaviors and characteristics of their counselors, and so their 
preferences may need to be considered.25 For example, some counselees 
prefer the nurturing role provided through participative or nondirective meth- 
ods. Others are seeking someone with job-related expertise or problem-solving 
skills, which are more easily shared through the directive approach. Overall, an 
effective manager requires awareness of the alternatives available, the skills to 
be comfortable with each method, and the analytical ability to make a choice 
that fits the situation. 


Cooperation with community agencies 


When mental health problems arise on the job, the employer usually provides 
counseling, either by the immediate supervisor or through the firm's employee 
assistance program (discussed in Chapter 17). On the other hand, if a problem 
arises from off-the-job causes, employers are more hesitant to become i 
volved. There are good reasons for this hesitancy, because employees hav? 
certain rights of privacy, and the organization should not interfere unless the 
employee's performance declines. When it does become aware of an €" 
ployee's personal problems, a firm will often refer the individual to an approP™ 
ate community agency for more specialized help. Some companies even 
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provide similar support when an employee’s family members experience men- 
tal health problems. 


SUMMARY 


Counseling occasionally is necessary for employees because of job and personal 
problems that subject them to excessive stress. The conditions that tend to 
cause stress are called stressors and include work overload, time pressures, role 
ambiguity, financial problems, and family problems. Stress affects both phys- 
ical and mental health and results in burnout when it occurs chronically. The 
stress-performance model indicates that excessive stress reduces job perform- 
ance, but a moderate amount may help employees respond to job challenges. 
Type A people tend to show more stress than type B people. 

Counseling is discussion of a problem that usually has emotional content with 
an employee in order to help the employee cope with it better. Its goal is better 
mental health, and it is performed by both managers and professional coun- 
selors. Major counseling functions are advice, reassurance, communication, 
release of emotional tension, clarified thinking, and reorientation. The most 
appropriate type of counseling for nonprofessionals is participative counseling. 
Counseling programs deal with both job and personal problems, and there is 
extensive cooperation with community counseling agencies. 


Stress 
Burnout Biofeedback 
Stressors Counseling 
Frustration Characteristics of good mental health 
Stress-performance model Counseling functions 
Directive, icipative, and 
Stress — gn previa 
m ten t Iceberg model of feelings 


L List and discuss the five major sources of stress in your life during the last 
five years. 

2 Think of someone 
symptoms? What may have caused it? } 

3 Do you see yourself as primarily a type A or type B person? Discuss, and 

make a list of your five main type A characteristics and five main type B 


characteristics. 


you know who suffers from burnout. What are the 
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4 Discuss how stress and job performance are related. Is stress interferi 
with your performance in school? Discuss. s 
5 Discuss four management practices covered in earlier chapters of this be 
that should help reduce employee stress. 
6 Discuss the six main counseling functions. Which are best performe 
directive, nondirective, and participative counseling? 
7 Explain major differences between directive and nondirective counselin 
8 Should professional company counselors be provided in the following sitt 
tions? Discuss. 
a A large West Coast aircraft plant during rapid expansion 
b A government office in Valdosta, Georgia, employing 700 people 
€ A marginal job-order foundry in Chicago having unstable employme 
varying from thirty to sixty workers 
9 What should be the main type of counseling used in the following s 
tions? , 
a A traveling sales representative with fifteen years of seniority has becom 
an alcoholic. 
b A newly hired engineer engages in petty theft of office supplies. — ' 
€ A receptionist receives two job offers and must make a decision over 
weekend. 
d A maintenance worker's spouse files for divorce. * 
10 Outline a preventive program for personal wellness that you could imp 
ment for yourself over the next five years. What are its elements? 


Lheidint 
UNIT ELECTRONICS COMPANY " 
Unit Electronics Company produces electronic process controls for indu t 
The high reliability required for these controls, each designed for a 
customer, requires the production department to work closely with t 
section of the quality-control department, which determines if the prot 
meets customer specifications. For one important order it was necessary 
production representative to work in the quality-control department W 
chief test engineer. Charles Able, the manager of production, assigned Wil 
Parcel, one of his capable assistants, to this job. Parcel had worked 
for years and was well acquainted with this equipment order, since he 
coordinated its production for Able. The test engineer was named Dale 
A week after Parcel began working with Short, he reported to Able th 
was having difficulty with Short and that Short seemed to resent his prese? 
the test section. Able agreed that a crisis situation might be developing an 
that he would visit the test section and attempt to talk with Short. — — 
When Able visited the test section, Short immediately started comp " 
about Parcel. He said that Parcel undermined Short's authority by E 
testers instructions that were at variance with Short's. He claimed j 
even contradicted him in front of the testers. After a number of other! 
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plaints he asked Able to remove Parcel from the test section and send a 
substitute. Short even threatened that if Able did not remove Parcel, Short 
would "go over his head" to have Parcel removed. Able listened and asked 
questions, but made no judgments or promises. 

Parcel apparently saw Able talking to Short, so before Able left the test 
section, Parcel approached him with the comment, "Well, I guess Short has 
been telling you a tale of woe about me." 

Able acknowledged that Short had complained, but he omitted mentioning 
Short's threat to have Parcel transferred. 

"That's Short, all right," said Parcel. "He can't stand to have anyone try to 
correct him, but things were so fouled up I felt I had to do something.” 

Able admitted that the situation was sensitive, but he pointed out that Short 
was in charge of the test section. He ended the discussion with the comment, 
"Let's play it cool and not push." 

Able, however, was upset by the situation, and during the next few days he 
gave much thought to it. Since Short felt the way he did, Able finally decided to 
remove Parcel from the test section and send another employee. As he was 
reaching for the telephone to call Parcel in the test section, Short walked into 
the office smiling. 

“I want to thank you, Charlie,” he said. “I don't know what you said to Parcel 
the other day, but it sure changed his attitude. We are getting along just fine 
now, Funny thing, when I spoke to you the other day, I had the impression that 
you weren't going to do anything for me, but I guess I had you figured wrong." 

Able gulped a few times and made a few vague remarks. Then Short left in 
high spirits. 

Able was quite curious abont the whole situation; so later in the day when he 
happened to meet Parcel alone, he commented casually, "Well, Bill, how are 
things going with Short?" 

“I have been meaning to tell you, Charlie,” Parcel said, "Short has been 
much easier to work with the past few days. He actually takes some of my 
advice—even asks for it. I guess that talk you had with him really did some 


good." 


Question s 
Analyze the events in this case in terms of counseling and communication. Did counsel- 
ing occur? What type of counseling? When and by whom? 


Ez Lua buon 

CONTRASTS IN COUNSELING 

Form the entire class into pairs. Designate one person within each pair as the 
counselor and the other as the counselee. Ask the counselees to think of some 
emotional problem that is currently on their mind, and have them share it with 
their counselor. The counselors should attempt to play a nondirective role for 
the first few minutes, switch to a directive role for the next few minutes, and 
then conclude with a participative role for the final few minutes of interaction. 
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Questions 

1 Ask the counselors how they felt, and how successful they were, in each of the three 
roles. 

2 Ask the counselees how they felt, and how successful the counselors were, when they 
used each of the three roles. 

3 Under what conditions might counselees prefer to have (a) directive, (b) participative, 
and (c) nondirective counselor roles used with them? 
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global economy is now a reality. As a result, many organiza- 

tions now operate in more than one country, and these 

multinational operations add powerful new dimensions to 

organizational behavior. Expansion beyond national bound- 

aries is much more than a step across a geographical line. It 
is also a step into different social, political, and economic environments. 
Communication lines are lengthened, and control often becomes more diffi 
cult. As we have pointed out throughout this book, it is hard enough to operate 
an organization in one language and one culture. When two, three, four, five— 
or twenty—languages and cultures are involved, communication difficulties 
are compounded, as Blanchard suggested in the opening quote for this chapter. 
Complex multinational organizations push a manager's behavioral skills to their 
limits. It proves easier to handle the technical factors of building a new plant 
than to handle the social factors of operating it thereafter. The following case 
illustrates the complexities that arise as different cultures are mixed in multina- 
tional operations. 


powerful 
mesa summarized the situation this way: “The problem is the people, not 
The cellophane machinery was built to operate in an advanced industrial culture 
but in this instance it was required to operate in a less developed culture. Neither 
the machinery nor the supervisors could be changed quickly to meet this new 
situation. Reengineering of machinery would be costly and time-consuming, and, P 
this case, might e the machinery's productivity. Training of supervisors 
change their cultural beliefs, even if this were possible, would likewise be — 
sdvised dic manager ra ed by the consultant was an effective compromise 5 
ad vised the manager to appoint one person as "acting director" during his absent 
give the acting director an imposing office, and work to build the acting direct 
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This situation presents extreme contrasts, but it illustrates the cultural 
predicaments that often arise in modern times because much of the world is 
still less developed than the United States and other industrialized nations. In 
the more advanced countries (where cultural contrasts among them may be 
smaller), the issues raised in this chapter will often be less extreme in degree, 
but they continue to exist. Discussion here is limited to issues affecting work 
behavior, leaving other aspects of multinational operations to other books. In 
this chapter we examine the nature of multinational operations, ways for an 
organization to integrate social systems, and ways to improve motivation, 
productivity, and communications when operating in less developed cultures. 


CONDITIONS AFFECTING 
MULTINATIONAL OPERATIONS 


The people of the world are organized into communities and nations, each in its 
own way, according to its resources and cultural heritage. There are similarities 
among nations, but there are also significant differences. Some nations have a 
market-driven economy, while others have one that is centrally planned, and 
there are various shades of practice in between. Some are economically devel- 
oped, but others are just now developing their natural and human resources. 
Some are political dictatorships; others are more democratic. Some are educa- 
tionally and socially advanced, while others have minimum literacy and social 
development. And in each case the conditions of work are different because of 
different attitudes, values, and expectations from participants. To help under- 
stand these differences and how they influence international organizational 
behavior, key social, political, and economic conditions will be examined. 


Social conditions 

rriding social condition is poorly developed human 
resources. There are major shortages of managerial personnel, scientists, and 
technicians; and these deficiencies limit the ability to employ local labor 
productively. Needed skills must be temporarily imported from other coun- 
tries, while vast training programs begin to prepare local workers. 


In many countries, the ove 


Central American nation, for example, welcomed an electronic assembly plant to 
Ü capital city. The plant was labor-intensive, so it provided many jobs to reduce the 
nation's high unemployment rate. Wages were above community standards, working 
conditions were good, and the plant was environmentally clean. In addition, the 
valuable and tiny product that was assembled provided needed foreign exchange 
valuable ane shipped by air to assembly plants in other parts of the world 


would supply cadre of managers and 
that the company would suppy A ifi plant. Locals would gradually become 
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FIGURE 21-1 
Factory workers’ 
perceptions of 
factory work, 
compared with 
farming and 
shopkeeping, 
following 
introduction of a 
factory into a less 
developed area 
newly industrialized 


Source: Cynthia A. Cone, 
“Perceptions of 
Occupations in a Newly 
Industrializing Region of 
Mexico," Human 
Organization, Summer 
1973, p. 147. 
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supervisors, rintendents, technicians, accountants, purchasing specialists, and 
so on. At the didi five years the company could have no more than eight nonlocals 
in the plant, including the general manager, engineers, and auditing personnel. In 
this manner the labor force of the nation would be upgraded. 


As this example shows, the lending of skilled people to a nation for training 
their local replacements may provide a more lasting benefit to its development 
than the lending of capital. The training multiplier effect is in action, by which 
the skilled people develop others, and these trained locals become the nucleus 
for developing still more people. There is a ripple effect of self-development, 
much as a pebble thrown into a pond creates an impact far beyond the spot 
where it landed. Just as the size and placement of the pebble dictates how far 
the ripples will radiate, the amount and focus of the initial training dictates its 
long-run impact. The occupational areas whose development will provide the 
greatest return are scientific, professional, and managerial personnel. Interna- 
tional studies show that per capita productivity tends to increase as the propor- 
tion of these occupations increases in the labor force.3 

Another significant social condition in many countries is that the local culture 
is not familiar with advanced technology or complex organizations. Western 
nations over a period of two centuries have adapted their culture to an indus- 
trial and organizational way of life, but this is not so in many other nations. The 
background of their employees is still largely agrarian, suggesting that they are 
not familiar with high-technology products and the close margin of error that 
they tolerate. 

Fortunately, over a period of time workers tend to recognize the benefits of 
industrialized work and they begin to adjust to it. Figure 21-1 shows the change 


PERCENT OF WORKERS 
FAVORING FACTORY WORK 


FACTORY WORK INITIAL VIEWS 10 YEARS LATER 
Provides a better family life 29 


58 
Provides more security 46 58 
Is more useful 46 60 
Requires more education 49 72 
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joyed, and another reason was that steady work gave workers some security 
that their family standard of living might be maintained. In addition, factory 
work provided shorter hours than farming and shopkeeping, so workers could 
spend more time participating in family life. They also recognized that factory 
work gave them more opportunities to improve themselves through education. 


Political conditions 


Political conditions that have a significant effect on organizational behavior 
include instability of the government, nationalistic drives, and subordination of 
employers and labor to an authoritarian state. Instability spills over onto 
organizations that wish to establish or expand operations in the host country, 
making them cautious about further investments. This organizational instability 
leaves workers insecure, and causes them to be passive and low in initiative. 
They may bring to the job an attitude of "What will be, will be; so why try to do 
anything about it?" 

In spite of instability, a nationalistic drive is strong for locals to run their 
country and their organizations by themselves without interference by foreign 
nationals. A foreign manager may simply not be welcome. 


In Burma, for example, a visiting professor presented a group of trainees with a case 
study featuring a problem between a British shipmaster and a Burmese crew. 
Expecting the group to discuss authority, interpersonal conflict, and other behav- 
ioral issues, the professor was surprised when the class focused instead on how to 
train the Burmese to take control from the British master. Their reasoning—that 
then the crew would not have to deal with the shipmaster any longer—was a clear 
reflection of their nationalistic values. 


Organized labor in many nations is not an independent force, but is mostly 
an arm of the authoritarian state. In other nations, labor is somewhat indepen- 
dent, but it is socialistic, class-conscious, and oriented toward political action 
more than direct negotiation with organizations. Employers find that the state 
tends to be involved in collective bargaining and other practices affecting 
workers. In some nations, for example, employee layoffs are restricted by law 
and made costly by requiring dismissal pay. Even employee transfers may be 
restricted. The following is an incident that illustrates how different employ- 
ment practices among nations can cause employee-employer frictions for 
multinational companies. In this instance, both nations were economically 


developed. 


international airline, provides service to Japan. It employs a 
ight ttendants who are stationed in Tokyo and perie flights to 
to provide further international training and integration 

Zw oh arbie de ribs eitis Japanese attendants to Paris. They refused to 
so the company threatened dismissal for refusal to transfer. The attendants 
Sought relief through the courts, and the Tokyo High Court upheld a lower-court 
injunction preventing Air France from dismissing the attendants. They could retain 
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the Air France jobs in Tokyo, because transfer to Paris would “(1) restrict their civil 
rights as Japanese citizens, (2) cause them the anxiety of living in a place where the 
language and customs are different, and (3) affect their marital situation. ”4 


Several European nations have laws requiring codetermination (discussed in 
Chapter 10), which provides for worker representation on the board of direc- 
tors (and sometimes other committees) of major companies. The idea is to 
increase worker participation in higher manager levels, giving the employees 
some voice in major policy and operating decisions. This process of expanding 
workers' control over their jobs, often called industrial democracy, tries to 
increase labor understanding of higher-management problems and reduce 
labor unrest. While codetermination may reduce unrest and improve labor 
responsibility, it also places additional restrictions on multinational organiza- 
tions that aren't familiar with the practice in their home countries. A particular 
problem arises in countries of rigid perspectives, where a local, job-protecting 
attitude of labor representatives on the board may prevent them from under- 
standing broader, strategic decisions involving plants in a number of nations. 


Economic conditions 

The most significant economic conditions in less developed nations are low 
per capita income and rapid inflation. Many nations of the world exist in 
genuine poverty compared with the United States. A number of nations have 
average per capita incomes under $1000 annually.5 With their population 
increasing at the same time, they are fortunate if they can increase their real 
per capita incomes even 1 percent in a year. Assuming that a family has an 
annual income of $1000, a 1 percent increase is just $10. Even if this increase i$ 
compounded across five years, the family income would barely exceed $1050, 
and this expected gain would not provide much motivation. 

A common economic condition in many less developed countries is inflation. 
The United States has had moderate overall inflation reducing the value of its 
dollar substantially since 1940; but in other parts of the world some countries 
currencies have been cut to one-hundredth or even one-thousandth of their 
value since 1940, as reflected in cost-of-living increases. What used to cost 1 
unit of currency now costs 1000 or more. In terms of dollar currency, a 10-cent 
ice cream cone in 1940 would now cost 10,000 cents, or $100, in some 
countries! : 

Inflation makes the economic life of workers insecure. They must spend 
quickly before their money loses its value. Savings payable in fixed currency 
units become meaningless because they depreciate rapidly; therefore, workers 
often do not plan for their own security as much as workers do in the United 
States. They develop more dependence on the government and more anxiety 
about their personal welfare, and this may lead to social unrest. 

Looking at social, political, and economic conditions as a whole, we see thst 
these conditions impede the introduction of advanced technology and sophist 
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cated organizational systems. They constrain the stability, security, and trained 
human resources that developing countries require to be more productive. A 
new plant in a less developed country usually cannot be expected to produce as 
efficiently as it would in a developed nation, because environmental conditions 
surrounding the plant do not support high productivity. The unfortunate fact is 
that these limiting conditions cannot be changed rapidly, because they are too 
well established and woven into the whole social fabric of a nation. High 
productivity is not achieved by such simple answers as the construction of new 
plants or the infusion of more capital. As explained by Peter Drucker, “A 
society is poor not because it has a problem, not because it has hookworm, but 
because it cannot organize its resources to do anything." 


MANAGING AN INTERNATIONAL 
WORK FORCE 


Whenever an organization expands its operations so that its geographic bound- 
aries span two or more countries, it tends to become multicultural and will then 
face the challenge of blending various cultures together. Multiculturalism 
occurs when the employees in two or more cultures interact with each other on 
a regular basis. Managers and technical employees entering another nation to 
install an advanced organizational system need to adjust their leadership styles, 
communication patterns, and other practices to fit their host country. In some 
instances these new employees are parent-country nationals from the nation in 
which the home office is located, or they may be third-country nationals from 
some other nation. In either case they are called expatriates, since they come 
from another nation. Their role is to provide a fusion of cultures in which both 
parties adjust to the new situation of seeking greater productivity for the 
benefit of both the organization and the citizens of the country in which it 


operates. 


Barriers to cultural adaptation 


PAROCHIALISM The dominant feature of all international operations is that 
they are conducted in a social system different from the one in which the 
organization is based. This new social system affects the responses of all persons 


involved: M rs and other employees who come into a host country in 
x dc rally tend to exhibit a variety of 


rder to ew operation established natu 
b o of citizens in their homeland. For example, many 
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pective. They may fail to recognize key differences 
other cultures. Even if they do, they tend to conclude 
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INDIVIDUALISM Expatriates from the U.S. and other countries also may be 
relatively individualistic, meaning that they place greatest emphasis on their 
personal needs and welfare. At the extreme, individualism suggests to people 
that their actions should be guided by the motto “Look out for number 1" 
(themselves) before being concerned about others. This characteristic may 
create conflict for expatriates, if they do not adapt to the strong group orienta- 
tion that exists in some other cultures, such as in Japan. (In sharp contrast to 
the American motto, note the different implications of the famous Japanese 
proverb "The nail that sticks up gets pounded down.”)7 


ETHNOCENTRISM Another potential barrier to easy adaptation to another 
culture (see Figure 21-2) occurs when people are predisposed to believe that 
their homeland conditions are the best. This predisposition is known as the self- 
reference criterion, or ethnocentrism. Though this way of perceiving conditions 
is very natural, it interferes with understanding human behavior in other 
cultures and obtaining productivity from local employees. In order to integrate 
the imported and local social systems, expatriate employees need cultural 
understanding of local conditions. Even with this understanding, they must 


then be adaptable enough to integrate the community of interest of the two or 
more cultures involved. 


CULTURAL DISTANCE In order to predict the amount of adaptation that may 
be required when an expatriate manager moves to another country, it is helpful 
to understand the cultural distance between the two countries. Cultural dis- 
tance is the amount of difference between any two social systems, and this may 
range from minimal to substantial. As a citizen of one country accurately 
expressed the contrast, "We are only one day (geographically) but many years 
distant (technologically and socially) from Washington, D.C." Research has 
shown that some measures of cultural distance (from the United States) are 
greater for countries in the Mediterranean area and Asia, and smaller for 
Scandinavian and English-speaking countries.5 

Whatever the amount of cultural distance, it does affect the responses of all 
persons to business. Expatriate managers naturally tend to be somewhat ethno- 
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centric and to judge conditions in a new country according to standards of their 
homeland. These problems will be magnified if the cultural distance is great.9 
However, expatriates’ jobs require employees to be adaptable enough to inte- 
grate the interests of the two or more cultures involved. But cultural adaptation 
is not easy. s 


For example, executives of a U.S. firm in an Asian nation were unable to adapt to 
the philosophy of its local partner regarding the employment of relatives (nepotism). 
The home office in the United States had strong rules against this practice, so the 
expatriate managers tried to apply the same policy in their Asian branch. The Asian 
partner and manager, on the other hand, saw the business as a source of jobs for 
family members, so he employed many of them even when they were poorly 
qualified. His actions were consistent with the cultural belief that as the senior male 
member of his family, he should help provide for the economic needs of his entire 
extended family. The Asian-United States differences on this issue were so great 
(largely because of cultural distance) that the partners finally separated. 10 


CULTURAL SHOCK When employees enter another nation they tend to suffer 
cultural shock, which is the insecurity and disorientation caused by encounter- 
ing a different culture. They may not know how to act, may fear losing face and 
self-confidence, or may become emotionally upset. In severe cases their sur- 
roundings appear to be social chaos, and this diminishes their ability to perform 
effectively. Some individuals isolate themselves, while a few even decide to 
return home on the next airplane. But a different culture is not behavioral 
chaos; it is a systematic structure of behavior patterns, probably as systematic as 
the culture in the employee’s home country. But it is different, and these 
differences are a strain on newcomers regardless of their adaptability. 
Cultural shock is virtually universal. It happens even on a move from one 
advanced nation to another. For example, many Japanese firms have estab- 
lished assembly plants, made substantial investments in real estate, or dis- 
tributed their electronic and photographic products in the United States in 
recent years. When they send their managers to oversee foreign operations, 
these individuals suffer cultural shock; and when U.S. employees move to 
Japan or other countries, they also suffer cultural shock. 
accompanying the 
Sm ry ee ato ae ys r 
Mural environment" was the most important reason given for expatriate failure in 
Pepe je !! Spouses may have difficulty adapting to their new 
develop family conflicts, withdraw into their home, or experience 
other emotional problems. The shock can be even greater for family mem ers than 
latter is immersed in job responsibilities and 


. When the family's cultural shock is 
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Cultural shock 

o Different management philosophies 

o New language 

o Alternative foods, dress, driving patterns, availability of goods 
o Attitudes toward work and productivity 

o Separation from friends and work colleagues 

o Unique currency system 


Reentry 

o Loss of decision-making authority 

o Loss of responsibility 

5 Changes in level of status and lifestyle 

o Adaptation to technological and organizational changes 


——————————————————'ÁÉ———S 


management philosophies, the strange language, the unique currency, and 
work attitudes in another culture.!2 


Overcoming barriers to cultural adaptation 


In spite of the strong evident need for expatriate employees to understand local 
culture and to be adaptable, they often arrive unprepared. Their selection is 
typically based upon their job performance in the home country, or their need 
to better understand the company’s international operations as a prerequisite to 
obtaining top-management positions. Because of their parochial, individ- 
ualistic, or ethnocentric beliefs, they might not be concerned about the fact 
that they will be doing business with people whose traditional beliefs are 
different from their own. They may not know the local language and might have 
little interest in becoming a part of the community, They also may have been 
selected largely on the basis of their technical qualifications, with the employer 
overlooking the need for a good “fit” between the expatriate and the local 
culture. As one company stated its position, "Our main concern is that they can 
do the technical job we send them to do." However, cultural understanding is 
essential to avoid errors and misunderstandings that can be costly to an organi- 
zation. There are, fortunately, several actions that firms can take to prevent 
cultural shock and reduce the impact of the other barriers discussed previously: 
Some of the most useful actions are the following (refer to Figure 21-2). 


CAREFUL SELECTION Employees can be chosen who are low in ethnocentrism 
and other possibly troublesome characteristics. The desire to experience an- 
other culture and live in another nation may also be an important prerequisite 
attitude worth assessing. Potential expatriates might be screened to determine 
which employees are already capable of speaking the language of the nation 
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where they will be assigned, or which ones have traveled to that region 
previously.!? Learning the attitudes of the employee's spouse toward the 
assignment also can be important, to ensure that there is strong support for 
becoming expatriates. 


local women excluded from higher managerial roles. However, in one 
study of fifty-two female expatriate from North America, the vast majority 
(97 percent) were despite having no female predecessor for a role model 


both females and males. 


COMPATIBLE ASSIGNMENTS Adjustment to new surroundings is easier if em- 
ployees, especially on their first international assignment, are sent to nations 
that are similar to their own. This is much more possible in giant firms like 
Exxon and IBM that have widespread foreign operations than in smaller 
organizations that have only a few international offices. 


A study of industrialized nations in the free world shows that most of these can be 
grouped into five sociocultural clusters (see Figure 21-4).!5 The Anglo-American 


FIGURE 21-4 
Primary sociocultural 
clusters of 
industrialized nations 
Source: Simcha Ronen and 
Allen 1 Kraut, 
Similarities among 
Countries Based on 
Employee Work Values 
and Attitudes,” Columbia 
Journal of World Business, 
Summer 1977, p. 94. 
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cluster includes the United States, United Kingdom, Canada, and Australia; the 
Nordic group includes Norway, Finland, Denmark, and Sweden; the Latin Euro- 
pean one has Portugal, Spain, Italy, France, and Belgium; the Latin American 
cluster includes Peru, Mexico, Argentina, Chile, and Venezuela; while the Central 
European group contains Germany, Austria, and Switzerland. Researchers found 
that four nations—Israel, India, Japan, and Brazil—did not fit into any of the five 


Using information such as this, a firm can attempt to assign expatriate 
employees within their own cluster of nations, with the result being easier 
adjustment and less cultural shock. For example, a Canadian employee as- 
signed to Australia is likely to adjust more quickly than a Spanish employee in 
the same assignment. 


PREDEPARTURE TRAINING As a minimum, many organizations try to hasten 
adjustment to a host nation by encouraging employees to learn the local 
language. They offer language training prior to the assignment, and some even 
give pay differentials to expatriate employees who learn the local language (a 
form of knowledge-based pay). The added language capacity seems to be well 
worth its personal and organizational costs, because those who possess it can 
speak with local employees in their native language. This contributes to cul- 
tural adaptation in two ways. First, it helps avoid the misunderstandings that 
can arise when communications have to be translated by someone else. Second, 
it creates a better impression of the expatriate as someone who is willing to 
invest personal time and effort in adapting to the local environment. Predepar- 
ture training now often includes orientation to the geography, customs, 
culture, and political environment in which the employee will be living. 


ORIENTATION AND SUPPORT IN THE NEW COUNTRY Adjustment is further 
encouraged after arrival in the new country if there is a special effort made to 
help the employee and family get settled. This may include assistance with 
housing, transportation, and shopping. It is especially helpful if a mentor can 
be assigned to ease the transition. Sometimes this can be the previous 
jobholder who stays for a short period to share useful experiences before 
moving to a new assignment. Another valuable mentor would be a ! 
national working for the same organization who is available to answer questions 
and provide advice regarding culturally acceptable behavior. !7 


INCENTIVES AND GUARANTEES Another problem that can arise when employ- 
ees transfer to another culture is that of intensified need deficiencies. This 
means that their need satisfactions are not as great as those of comparable 
employees who remain at home. Although a move to another nation may be à? 
exciting opportunity that provides new challenges, responsibilities, and reco 
nition, a diminished level of Herzberg's maintenance factors can interfere W 

the enjoyment of these satisfiers. Specifically, an international job assignment 
may bring about financial difficulties, inconveniences, insecurities, and separt 
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tion from relatives and friends. To induce employees to accept such assign- 
ments in other nations, organizations frequently give them extra pay and fringe 
benefits to compensate for the problems that they will experience. ! They also 
should be assured that they will receive comparable or better positions within 
the organization upon their return to the homeland, which can help relieve 
their job insecurities. 


PREPARATION FOR REENTRY Employees who return to their home country 
after working in another nation for some time tend to suffer cultural shock in 
their own homeland. This is sometimes called cross-cultural reentry, and may 
cause reverse cultural shock. After adjusting to the culture of another nation 
and enjoying its uniqueness, it is difficult for expatriates to readjust to the 
surroundings of their home country. The situation is made more difficult by the 
multitude of changes that have occurred since they departed. Just as philoso- 
phers suggest that a person may never step into the same river twice, it is also 
unlikely that one’s home environment will remain the same. Not only does the 
actual homeland change, but expatriates are likely to idealize the positive 
aspects of it while they are away, only to be surprised at the reality they later 
find. 

Furthermore, in their host country expatriates may have enjoyed higher 
status, better pay, and special privileges (such as servants), but back home they 
are merely one of several employees with similar rank in the home office. 
Colleagues who remained at home might have been promoted, leaving return- 
ing employees with a feeling that they were bypassed and therefore have lost 
valuable advancement opportunities. Returning to Figure 21-3, we see that 
overseas executives often report difficulty with insufficient decision-making 
authority and diminished responsibility after reentry. For example, 82 percent 
of expatriate managers in one study reported overall satisfaction with their 
international assignment, but only 35 percent reported being satisfied with 
their repatriation process.!9 As a result, companies need repatriation policies 
and programs to help returning employees obtain suitable assignments and 
adjust to the "new" environment. 


PRODUCTIVITY AND CULTURAL 
CONTINGENCIES 


Productivity is the central idea that the people of a country need to absorb and 
embrace in order to develop the capacity to progress. Without a devotion to 
productivity, conditions of poverty, inefficiency, and wastefulness of natural 
resources continue, while new capital inputs are dissipated. Without a belief in 
productivity, more education merely increases one’s desire for gaining addi- 
tional personal status. Without a goal of productivity, achievement motivation 
simply adds to the competition for resources that are not growing. Unless 
productivity increases, whatever one person gains is usually achieved at the 


expense of others. 
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Expatriates often find, however, that some local managers do not understand 
the idea of productivity. Even those who do may still have difficulty commu- 
nicating it to their supervisors and workers. Despite the simple notion of 
productivity (introduced in Chapter 1) as an input-output measure of efficiency, 
local managers and employees may view it in terms of production (a net 
increase in output regardless of inputs). In contrast, the extensive publicity and 
educational efforts devoted to it in Europe, the United States, and Japan have 
resulted in a resurgence of understanding and active pursuit of productivity. 

The gap in understanding productivity in other nations is widened by the fact 
that local managers often ignore rational methods of solving problems and 
making decisions.?? They tend to treat management as a personal.art, solving 
problems subjectively without adequate attention to whether their decisions 
will increase or decrease productivity. Since decision patterns like these are 
firmly ingrained, it is difficult to change them, regardless of the quality of 
communication efforts and the number of training programs provided by the 
home organization. Problems are further compounded when these subjective 
decisions are not followed with objective measures to determine whether 
productivity was in fact increased. 


Cultural contingencies 


Even when nations want to reduce waste of their resources and have more 
goods and services for their citizens, this does not occur easily. Since each 
nation is different, productive business practices from one country cannot be 
transferred directly to another country. This reflects the idea of cultural con- 
tingency—that the most productive practices for a particular nation will de- 
pend heavily on its culture. The ideas that work in one nation's culture must be 
blended with the social system, level of economic development, and employ- 
ees’ values in a host country. The difficult lesson for both expatriate and local 
managers to accept is that neither the home nation's productivity approaches 
nor the host nation's traditional practices are used exclusively. Instead, a third 
set of practices must be developed that integrates the most workable ideas from 
both nations. In this way both the new firm and the host nation gain benefits 
from the company’s operation. 

Cultural contingencies are illustrated by the fact that Japanese and Ameri- 
can business practices are both quite productive, even though the cultures 
are different. Practices in Japan that are different from those in the United 
States include Japanese emphasis on lifelong employment and promotions 
based on seniority, avoidance of overt conflict, decision making by consen 
sus, and teamwork. By contrast, management practices in the United States 
have traditionally focused more on merit as a basis for advancement, con 
frontation of conflict, top-down decision making, and individualism. In spite 
rere cultural differences, both countries are among the world's most pr? 

uctive. 
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Visible examples of cultural contingencies in action have appeared in the automotive 
industry. Honda, Toyota, Nissan, Mitsubishi, and other Japanese firms have all 
established joint manufacturing operations in the United States. They have gradu- 
ally sought to instill the spirit of kaizen (a never-ending quest for perfection) and a 
goal of wa (harmony between people and machines). Teamwork and consensus 
decision processes also are stressed by the Japanese, and seem to fit with the host 
country's culture.?! However, it is still too early to conclude whether or not Ameri- 


in the United States must be content to blend the best of both countries' cultural 
practices together.22 


Cultural contingency, then, suggests that expatriate managers must learn to 
operate effectively in a new environment. Although they must operate within 
the limits of most home office policies, managers also must be flexible enough 
to respond to local conditions. Labor policy, personnel practices, and produc- 
tion methods need to be adapted to a different labor force. Organization 
structures and communication patterns need to be suitable for local operation 
as well as coordination with the home office and other branches. There is a 
much greater probability of achieving productivity improvements when a busi- 
ness and its expatriate managers adapt to host-country conditions. 


MANAGEMENT'S INTEGRATING ROLE Once managers are on location in a host 
country, their attention needs to be directed toward integrating the tech- 
nological approaches with the local cultures involved. Where local practices 
that interfere with productivity cannot be changed, they can perhaps be 
bypassed or integrated into a modified production plan. If, for example, a one- 
hour siesta must be accepted, perhaps siesta hours can be staggered so that 
equipment can be kept operating and service maintained for customers. | 

The job of international managers is to try to retain in their management _ 
practices the essential elements of both old and new cultures so that their 
employees may work with the security of some old practices, but also with 
greater productivity than the old culture normally has accomplished. As both 
experience and research demonstrate, technological change is also accom- 
panied by social change. The technological part of change usually can be aided 
by the tools and logical approaches of science, but the social part is dependent 
on effective leadership. 

Managers as well as technicians need to restrain their tendency to set up 
complex administrative and production systems in the host country to match 
those in their own country. These systems may be beyond the skills or educa- 
tional backgrounds of local people, and may be misunderstood and inefficiently 
operated. A simpler system may operate better, as the following situation 
shows: 


assignment in another country set up 
A buman resource management specials fg tem items just like the one used in 


524 


Lower-level needs 


remain important. 


PARTS Social environment 


the Chicago home office. Local supervisors nodded their heads with an understand- 
ing "yes" as instructions were given, so the specialist thought everything was 
shipshape. When the completed appraisal forms were returned, however, he found 
that all seven supervisors had rated each employee exactly alike on all ten items. 

Investigation disclosed that the supervisors nodded "yes" because they wished not 
to offend the specialist, who was to them a guest and a superior, but they did not 
understand the appraisal system concept. Furthermore, they could not culturally 
accept the idea of judging their employees (who were also their neighbors) iri writing 
because neither party in this kind of situation could then save face.2? 


MOTIVATING AND LEADING LOCAL EMPLOYEES Even when employees under- 
stand productivity and accept it as a desirable goal, they may remain poorly 
motivated. One reason is that employees in many nations often are at a low 
level in their need structures. They tend to seek satisfaction of their primary 
(physiological and security) needs rather than their advanced needs. Therefore, 
some of the sophisticated motivational practices of more advanced countries 
(such as gain-sharing plans) may still be inappropriate in other countries. In 
these situations, the needs of workers may be more adequately reached by 
direct motivation. In some instances the employees have worked in economic 
systems that had little direct connection between how effectively they worked 
and how well they were rewarded. They also may lack trust in the new 
organization and its practices. Therefore, they require management to provide 
evidence that if they are more productive, they will receive more.4 In other 
words, rewards must be designed to match workers' immediate needs, rather 
than providing indirect results through a complex economic or social system. 
Accordingly, motivational methods that would have limited effectiveness in one 
nation may have desirable outcomes in another nation. 


Studies show that the same principle applies to the use of leadership styles. While 
the use of an authoritarian style is diminishing in the United States, it is not 
necessarily dysfunctional in many situations in developing nations.?5 This is because 
employces with strong security needs may readily accept autocratic and paternalistic 
behavior. Since they have strong role expectations for it, and it satisfies their needs, 
dud be a culturally correct approach in these conditions. Essentially, the mos! 


motivational and leaders ditions in 
the host nation. hip practices are contingent on local condi 


COMMUNICATION Even when two parties speak the same language and share 
the same culture, communication problems can emerge. When a communica- 
tion is expressed in one cultural context and then interpreted in another. 
misunderstanding is even more likely.?6 As a result, international firms fin 
that providing language training for their expatriates is not a substitute for 
cultural training. Both are needed. 


In one mill an expatriat a 
was amazed when workers interpreted grievances m, ich wey exert 


problems. Workers brought to the mill ir persona s about 
bl i manager thei | problem 
families, relatives, and finances, perceiving him in the bd paternalistic au 
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who would care for them and resolve their personal disputes. 
thought to complaining about working conditions esee agus vs i — 
above average (and better than they were familiar with), so complaints in this 
situation would be considered poor manners in their culture. 


Managers also need to make adjustments in their personal manners in 
dealing with people in the host country. In the United States it is the custom 
for people in face-to-face conversation to maintain some physical distance 
between them, perhaps a foot or two depending on their level of intimacy. In 
some cultures, however, it is the custom for people who talk face-to-face to do 
so quite closely, perhaps only 6 inches apart. A manager from the United States 
may be initially uncomfortable in interactions of this type. For example, during 
a short conversation one expatriate manager backed halfway across the room 
trying to increase the distance between himself and an employee who kept 
following him in order to keep the cultural distance of 6 to 9 inches with which 
he was familiar. Under these conditions it is difficult to achieve one's objectives 
because of the substantial feeling of being uncomfortable in the employee's 
presence. 

Communication among people of different cultures is difficult enough; but 
when one begins talking about abstract ideas like productivity, effective com- 
munication is even more difficult. The image that an expatriate manager sends 
is not likely to be that which local receivers interpret, because they will tend to 
see the image from their cultural point of view. Communication is made even 
more difficult by the fact that an expatriate manager's communication with 
workers is usually done through local supervisors who may attach their own 
interpretations to what is being transmitted. 


THE COMMUNITY ROLE OF EXPATRIATE MANAGERS Expatriate managers need 
to consider what their role will be in a local community. Although they are 
generally respected figures with considerable economic power, they are in a 
country as guests, and may not be readily absorbed into the social and power 
structures of a local community. Even if they speak the local language and live 
in a community for years, they still may not be fully accepted into its social 
structure. Because of their marginal role and subsequent insulation from 
important insights, they risk misinterpreting much of the community's value 
structure. As a result, they must be cautious not to overstep local customs by 
getting too familiar. The Spanish language and some other languages, for 
example, have certain “familiar” pronouns and verb conjugations that are used 
only among close personal friends and relatives. One manager related the 


following experience on this subject: 


community. On one occasion I was particularly pleased 
— his home to meet his grandmother, who was the 
all of the family. When I was introduced to her in 
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rather formal circumstances, without thinking I spoke to her using the "familiar" 
form of the verb. Immediately the atmosphere in the room turned to ice, and my 
visit was hastily terminated. I still didn't know what had happened, but on my way 
home I asked our local manager, and he emotionally told me that this kind of 

iliarity is not accepted in his culture. It took me weeks to make the proper 
apologies through necessary intermediaries, and I felt I never did recover socially 
from this setback. 


Though these kinds of cultural errors may seem minor to an outsider, they 
can be highly important to a local citizen. Expatriate managers must not 
establish the image that they are callous to local culture or desire to change it. 
They are more likely to succeed by maintaining a balance of respect for the local 
culture and its compatibility with the parent company's culture. If local culture 
is ignored, the resulting imbalance in the social system interferes with produc- 
tivity. Likewise, if the organization submits wholly to the culture of the host 
country, the lack of fit with the technological system will cause loss of effi- 
ciency. Both local culture and advanced technology must be integrated. 


Transcultural managers 


It is evident that careful attention should be given to cultural preparation of 
expatriate employees. Eventually a cadre of employees with cross-cultural 
adaptability can be developed in organizations with large international opera- 
tions. These employees are transcultural employees because they operate 
effectively in several cultures. They are low in ethnocentrism and adapt readily 
to different cultures without major cultural shock. They usually can communi- 
cate fluently in more than one language. 

Transcultural employees are especially needed in large, multinational firms 
that operate in a variety of national cultures. For a firm to be truly multinational 
in character, it should have ownership, operations, markets, and managers 
truly diversified without primary dominance of any one of these four items by 
any one nation. Its leaders look to the world as an economic and social unit; but 
they recognize each local culture, respect its integrity, acknowledge its bene- 
fits, and use its differences effectively in their organization. 


SUMMARY 


The world of business has been transformed into a global economy. More and 
more multinational organizations are extending operations into other countries, 
and their managers encounter many different social, political, and economic 
environments. Among many other factors, the difficulty in understanding 
productivity can be a major barrier to improvement. However, when expatriate 
managers are effective, they help create a powerful training multiplier effect 
providing skills which become multiplied many times in the host country: 
Expatriate managers find that organizational behavior practices of one coun 
try cannot be transferred directly to another, especially if the host country 5 
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less developed. Models for understanding and managing people need to be 
adapted to the particular culture, level of development, and employee need 
structure of a host country. The best results occur when neither the home 
country’s nor the host nation’s traditional practices are used. Instead, a third set 
of practices contingent upon situational needs is developed that integrates the 
most workable ideas from both sets of existing practices. 

Employees entering another nation may suffer from the effects of cultural 
shock, or they may fail to fit into the new culture because of their parochial, 
individualistic, or ethnocentric characteristics. Many of these problems can be 
prevented or minimized through careful selection, training, and counseling. 
Transcultural managers—those who can adapt successfully to a number of 
other cultures—are able to adjust their motivational, leadership, and commu- 
nication practices to achieve their goals of improved productivity. 


Multinational organizations Ethnocentrism 
Training multiplier effect Cultural distance 
Multiculturalism Cultural shock 
Expatriates Reverse cultural shock 
Parochialism Transcultural employees 
Individualism 


1 Select a foreign country that has recently been in the news. Class members 
should contribute information about key social, political, and economic fac- 
tors that would collectively help a manager who is about to move there to 
understand it better. 

2 Identify firms in your region that are multinational. In what parts of the 
world do they operate? How recently have they become multinational? If 
possible, invite a representative of one of these firms to speak to the class 
about policies, experiences, and problems the firm has encountered in its 


" 1 ti T 
malinstigo m, individualism, and ethnocentrism. How 


i ffects of parochialis 
i Dina eee balers if they had all three characteristics? How would 
you respond to workers from another country if they demonstrated these 


three traits? Suggest ways by which they could be reduced or eliminated in 
dividual. : 

4 "s of a time when you may have experienced cultural shock. How did you 

act? How could you have better anticipated and prevented it? Is it possible 

to experience cultural shock by just traveling across the United States? 


Explain. 
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5 Evaluate the various recommendations for minimizing or overcoming bar- 
riers to cultural adaptation. Which do you think have the greatest potential 
likelihood of succeeding? 

6 Which person do you predict will experience the greatest amount of cultural 
shock upon moving to a new country, the expatriate or that person’s spouse? 
Why? 

7 Offer several suggestions for preventing or at least minimizing the problem 
of cross-cultural reentry (reverse cultural shock). 

8 Why is the concept of productivity difficult to grasp for some host-country 
employees? Would it be easier to explain its necessity in an oil-rich country 
or in one with very limited natural resources? Explain. 

9 The discussion on motivating employees in other countries revolved mostly 
around need structures. Review the chapters on motivation and indicate how 
you think the other motivational models would, or would not, be valuable 
tools in understanding and guiding behavior in other countries. 


Tecdent- 

THE PIEDMONT COMPANY 

The Piedmont Company is a major multinational manufacturer with branch 
operations in several nations around the world. Its home office is in the United 
States, but it has sent expatriate managers to work in its various branches. The 
company recently conducted a survey of its middle managers to determine 
their relative levels of need satisfaction in their jobs. The results of the survey 
are reported in the following table: 


ee ee a =. 


APPROXIMATE NEED SATISFACTION LEVELS OF MIDDLE-LEVEL AMERICAN MANAGERS 
IN U.S. OPERATIONS VS. OVERSEAS BRANCHES =. 


EXPATRIATE (U.S.) 


SURVEY ITEMS MANAGERS IN U.S. MANAGERS IN BRANCHES 

Satisfaction with 
Job security High Moderate 
Opportunity for friendships High Low 
Feelings of self-esteem High Moderate 
In-company prestige Moderate Moderate 
Community prestige Moderate High 
Opportunity for autonomy Moderate High 
Level of authority Low High 
Feeling of accomplishment Moderate Moderate 
Feeling of self-fulfillment Low Moderate 
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Questions 

1 Analyze the results shown, and give your interpretation of the kinds of problems that 
exist. Offer possible explanations for them. 

2 Prepare a set of recommendations for resolving or diminishing the problems that you 
have identified. 

3 Speculate what the results might look like if the nonsupervisory employees in each 
country had been surveyed. What is the basis for your conclusions? 


ADAPTABILITY TO A MULTICULTURAL ASSIGNMENT 

1 Assume that you have been hired by a firm with extensive operations in many 
different countries around the world. Your first job assignment will take you out of the 
United States for approximately three years, and you will depart about thirty days 
from now. 

2 Review the text discussion of parochialism, individualism, ethnocentrism, and cul- 
tural shock. Think about the degree to which you would be likely to exhibit each of 
these barriers to cultural adaptation, and record your responses on the following 
scales. Then indicate the degree to which you would honestly expect to experience 
difficulty adapting to each of the five sociocultural clusters. 


PROBABLE LEVEL 


FACTOR 
(LOW) (HIGH) 

Parochialism 1 2 3 4 5 6 vf 
Individualism 1 2 3 4 5 6 7 
Ethnocentrism 1 2 3 4 5 6 1 
Cultural shock 1 2 3 4 5 6 7 

RELATIVE DIFFICULTY ADAPTING TO AN ASSIGNMENT IN EACH OF THE 

SOCIOCULTURAL CLUSTERS 
Anglo-American 1 2 3 4 5 6 7 
Latin American 1 2 3 4 5 6 7 
Latin European 1 2 3 4 5 6 7 
Nordic 1 2 3 4 5 6 7 
Central European 1 2 3 4 5 6 7 


ts with the rest of the class. (Create a frequency 

- pamena rpa onsen) Explore why differences exist among students, and 
what the overall pattern implies regarding the capacity of class members to become 
transcultural employees. What could you, or your employer, do to improve the 


likelihood of your success in 
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his book has been about people as they work together. 
They are the great potential in organizations, a potential 
that can be developed better than it is now. This subject is 
called organizational behavior. It is the study and applica- 
tion of knowledge about how people act within organiza- 
tions. It helps people, structure, technology, and the external environment 
blend together into an effective operating system. The result is a triple-reward 
system that serves human, organizational, and social objectives. 

In this last chapter we review basic models and ideas about organizational 
behavior. Then we discuss its limitations and conclude with a note about its 
future. 


MODELS OF ORGANIZATIONAL 
BEHAVIOR 


As we learn more about human behavior at work, we apply improved models of 
organizational behavior. Modern organizations are increasing their use of sup- 
portive, collegial, and Theory Y models. In order to provide review and 
perspective, Figure 22-1 presents the four models of organizational behavior 
from earlier in the book and then relates them to other ideas on the subject. By 
reading the figure, one can determine that McGregor's Theory Y is related to 
the supportive and collegial models. Similarly, Herzberg's maintenance factors 
apply mostly to the autocratic and custodial models. 

As shown in Figure 22-2, the trend of each subsequent model of organiza- 
tional behavior is toward more open human organizations.? Generally there is 
also movement toward à wider distribution of power, more intrinsic moti- 
vation, a more positive attitude toward people, and a better balance of concern 
for both employee and organizational needs. Discipline has become more à 
matter of self-discipline instead of being imposed from the outside. The mana 
gerial role has advanced from one of strict authority to leadership and team 
support.? 

Much progress has been made during the last few years, and we can expect 
further progress. Through the application of organizational behavior knowl- 
edge, we are building a better quality of work life. For U.S. firms to prosperi 
the face of strong global competition, however, that high-quality work life must 
result in a more productive work force. This is more likely to occur if manage 
ment discards the values and practices of the autocratic and custodial models 
and moves deliberately toward the supportive and collegial ones. Althou 
management approaches vary widely from firm to firm, we can conclude that 
the greater awareness of effective practices has doubled the good and halv 
the bad in human relationships at work during the last generation. More 


more pieces are falling into place in the complex puzzle of excellent people- 
organization systems, 
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AUTOCRATIC CUSTODIAL SUPPORTIVE COLLEGIAL 
Basis of Power Economic Leadership Partnership 
model resources 
Managerial Authority Money Support Teamwork 
orientation 
Employee Obedience Security Job per- Responsibility 
orientation and benefits formance 
Employee Dependence Dependence Participation Commitment; 
psychological on boss on organ- self-discipline 
result ization 
Employee Subsistence Security Status and Self-actualiza- 
needs met recognition tion 
Performance Minimum Passive co- Awakened Enthusiasm 
result operation drives 

RELATION TO OTHER IDEAS 

Maslow's Physiological Security Middle-order Higher-order 
hierarchy 
of needs 
Alderfer's Existence Existence Relatedness Growth 
need levels 
Herzberg's Maintenance Maintenance Motivational Motivational 
factors 
Motivational Extrinsic Extrinsic Intrinsic Intrinsic 
environment 
McGregor's Theory X Theory X Theory Y Theory Y 
theories 
Leadership Negative Mostly neutral Positive Positive 
style on 
Blake and 9,1 35 6,6 » 
Mouton's 
managerial 
grid 
ee LL 
Emphasis on higher-order needs 
One reason for emphasis on improved models of organizational behavior is the 


structures. Postindustrial nations have reached a 
(growth) needs are the prime motivators for 

4 Consequently, managers of these workers must seek to 
renard behavior systems that provide a greater probability of 
satisfying those needs than was possible in the past. In addition, the emergence 
of a knowledge society requires more use of intellectual abilities across a wide 


range of employees, and advanced organizational behavior systems tend to be 


evolution of employee need 
condition wherein higher-order 


FIGURE 22-2 
Trends in 
organizational 
behavior 


Organizational 
behavior unlocks 
human potential. 
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From To 

o Closed systems o Open systems 

o Materialistic orientation o Human orientation 

o Centralized power o Distributed power 

o Extrinsic motivation o Intrinsic motivation 

o Negative attitudes about people o Positive attitudes about people 

o Focus on organization needs o Balanced focus on employee and organization needs 
o Imposed discipline o Self-discipline 

o Authoritative managerial role o Managerial role of leadership and team support 
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more effective with knowledge workers. A manager cannot make employees 
think; they must be internally motivated to do so. 

The key that unlocks this combination of higher-order needs and intellectual 
abilities in order to make the system productive is improved organizational 
behavior. The human mind is encouraged to be more creative by positive 
motivation. This is a unique energizing force wholly unlike the application of 
physical energy to a machine. A machine has a rated capacity beyond which it 
cannot go, no matter how much energy is applied to it. It can produce only so 
much and no more. But a person can produce unlimited amounts through 
better ideas. The promise of better organizational behavior is that it motivates 
people to produce better ideas. There is no apparent limit to what people can 
accomplish when they are motivated to use their potential to create new an 
better ideas. The key thought is: Work smarter, not harder. 


A systems approach 


We need to view changes toward improved organizational behavior in terms of 
a total system. Effective change is complex and takes a long time to effect. Any 
new practice such as participation treats only part of the whole system, so it 
often fails to achieve its full potential for improvement. There are too many 
unchanged intervening variables that restrict its success. What is needed in 
organizational behavior is gradual enrichment of entire socio-technical systems 
to make them more suitable to people. This is a large task, but a challenging 
one. 


A contingency approach 


Organizational behavior is applied in a contingency relationship. That is, not all 
organizations need exactly the same amount of participation, open communica- 
tion, or any other condition in order to be effective. With regard to particip® 
tion, some situations permit more extensive participation than others, and 
some people want more participation than other people. The most effective 
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Different 
environments must 
be considered. 


Two-way influence 


FIGURE 22.3 
Application of 
Contingency ideas to 
Stable and changing 
environments 
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organizational behavior system will tend to vary according to an organization’s 
total environment. 

For example, let us compare the two variables of a stable environment and a 
changing one and then relate these variables to different approaches discussed 
in this book. Effective practices in these two environments are likely to vary in 
the directions shown in Figure 22-3. The figure represents only probable 
tendencies, not absolutes. For example, all that it implies regarding structure is 
that an effective organization in a stable environment may give more emphasis 
to hierarchy than a comparable organization in dynamic surroundings. Simi- 
larly, a stable-environment firm probably gives more emphasis to vertical 
communication than a firm in a changing environment does. In other words, 
there is some evidence of the need for organizational differences between 
stable and changing environments. This is especially significant in view of the 
fact that many firms will face increasingly competitive conditions in the re- 
mainder of this century and beyond.5 

It should be understood that contingency theory and goals that seek more 
human organizations exist side by side as joint ideas. They do not cancel out 
each other. Both stable and changing organizations, for example, need a more 
human environment for people (such as more job enrichment and considera- 
tion), and in the next generation both will have it. However, even then, 
contingency ideas predict differences in practice between stable and changing 


organizations. 


A social approach 
A social approach recognizes that what happens outside the firm will influence 
ces within the firm. Also, what happens inside 


organizational behavior practi 2 
the firm will influence society. Management must be constantly aware of an: 
responsive to this external environment, because it is an important influence on 


internal operations. 


ENVIRONMENT 
d STABLE CHANGING 
i More some project 

Structure More rigid hierarchy a flexible 
Production system More specialization More job enrichment 
Leadership style More structure More consideration 
Communication More vertical More multidirectional 
Model of organi- More autocratic More supportive 
zational behavior " 

More management 
Performance More management 
measure by rules objectives 
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MACROMOTIVATION The external environment has a substantial influence on 
how employees think and feel. In addition to critical elements of the internal 
(micromotivational) environment such as the organizational culture, reward 
system, and social cues, management needs to be aware of forces outside the 
firm. It must operate within the constraints of the external (macromotivational) 
environment, and adapt to it. 


For example, today's labor force has a different set of values than workers had a 
quarter century ago. These changing values are no myth. They must be faced by all 
organizations during the next decade. 

Some of the changes in the labor force are as follows: There has been a decline in 
the work ethic and a rise in emphasis on leisure, self-expression, fulfillment, and 
personal growth. The automatic acceptance of authority by employees has de- 
creased, while desires for participation, autonomy, and control have increased.9 At 
the same time, several major factors are affecting the work force. Skills become 
obsolete due to technological advances, and manual workers must either be re- 
trained for knowledge-oriented jobs or be displaced. Chronic inflation has blunted 
ke bo of money as a motivator, because any gain is quickly neutralized by 

a 


Indeed, there is a new labor force, so management’s leadership practices 
must change to match the new conditions. These fast-moving developments 
have given new emphasis to leadership ability. One study of effective com- 
panies reported that a sense of caring, a management which listens to employ- 
ees, and executives who are concerned with both competence and relationships 
are among the keys to the motivation of the present work force." 


SOCIAL RESPONSIVENESS A social approach also implies that society expects 
firms to operate in ways that show social responsiveness and social responsibil- 
ity to the broader social system.5 An example is society's values of social justice 
in the employment of women and minorities. These external values are trans- 
lated into legislation that governs the employment activities of firms. Employ- 
ment, promotion, supervision, wage administration, and other activities must, 
as a whole, be responsive to these expectations of society. 

Another major area that is only indirectly related to organizational behavior 
is environmental pollution. It has forced both managers and employees t0 
rethink their practices within the firm. Both groups must be sure that their 
actions do not cause pollution or even the appearance of it. The company truck 
driver who drives in a way that increases truck exhaust pollution and who tosses 
rubbish outside the vehicle's window is polluting the environment in the same 
way that the company smokestack may be. 


Human resource accounting 


In an effort to give more emphasis to people in a lan emen! 
guage that manag 

understands—the language of accounting—human resource accounting hi 

received some attention.? It is an attempt to attach financial values to hum? 
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Objectives of human 
resource accounting 
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data for use in the regular accounting system. Although a few firms have 
experimented with it, it is not widely used. 

The basic objectives of human resource accounting are shown in Figure 22-4. 
It seeks to make managers more aware of the importance of people as valuable 
resources and to hold managers more accountable for these assets. One of its 
objectives is to provide a means for assessing management performance in the 
use and development of human resources. The increased attention would 
predictably encourage better planning for human resources and better deci- 
sions whenever they involve people. Another objective of human resource 
accounting is to encourage managers to take a long-run outlook toward the 
value of people, rather than a short-run, quick-profit outlook that ignores 


There are several to human resource accounting, and two prin- 


THE INVESTMENT APPROACH One approach, often called the investment ap- 
seeks to account for the amount that an organization has invested in 


human. resources. Costs such as recruiting and training, rather than being 


treated as current expenses, are capitalized as an investment to be depreciated 
t. There is no attempt to theorize 


during an employee's expected 
about how much an employee is worth but only bow much has been directly 
invested in each employee. 


Climate surveys 
are used. 


Problems exist in its 
nature and use. 
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When direct investment in employees has been determined, a measure of 
return on investment may be established. This measure gives an improved idea 
of how human resources are being used. For example, assume that five re- 
search scientists resign because of an autocratic manager. Their resignations 
will appear as an immediate investment loss, thereby giving strong financial 
emphasis to the need for better organizational behavior in order to reduce 
turnover. 


One of the earliest firms to experiment with this type of human resource accounting 
was R. G. Barry Corporation of Columbus, Ohio. Beginning in 1968, this firm 
established an investment accounting system to provide human resource accounting 
for its managers, and this system was later extended to office and factory personnel. 
The system accounts for genuine employer costs that should provide a regular 
return on investment and which, for human reasons, should not be wasted through 
underemployment. This investment figure is then used to compute return on assets, 
return on investment in human resources, and similar accounting values. 


THE ORGANIZATIONAL CLIMATE APPROACH Another approach, which may be 
called the organizational climate approach, uses periodic surveys to determine 
ways in which the organizational climate has improved or deteriorated. Based 
on research, it is assumed that changes in these human resource variables will 
affect future performance. Established formulas are used to convert the human 
gain or loss into cost increases or decreases in the future. In this way manage- 
ment is encouraged to look beyond short-range economic results to longer- 
range results. For example, a manager may use autocratic methods to cut costs 
and show a higher economic profit for the year. A survey of climate may reveal, 
however, that the manager reduced resources so greatly that future costs wi 
be greater than present savings. 

Human resource accounting has its limitations, but has also made a contribu- 
tion to organizational behavior. It may be demeaning to treat human beings in 
economic terms on accounting statements. Further, it has proven difficult to 
translate human data into accounting figures, in terms of both the cost and the 
accuracy of doing so. In spite of these practical limitations, the philosophy 
underlying human resource accounting is consistent with emerging models 
organizational behavior. Experiments with the method have helped emphasize 
the value of socioeconomic data in decision making. 


LIMITATIONS OF ORGANIZATIONAL 
BEHAVIOR 


This book has been written from a specialized point of view that emphasizes 
primarily the human side of organizations and the kinds of benefits that atten- 
tion to it can bring. Nevertheless, we always recognize the limitations d 
organizational behavior. It will not abolish conflict and frustration; it can 
reduce them. It is a way to improve, not an absolute answer to problems. 
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Furthermore, it is but part of the whole cloth of an organization. W 
discuss organizational behavior as a separate subject, but s it we metes 
it back to the whole of reality. Improved organizational behavior will not solve 
unemployment. It will not make up for our own deficiencies. It cannot sub- 
stitute for poor planning, inept organizing, or inadequate controls. It is only 
one of many systems operating within a larger social system. 


Behavioral bias 


People who lack system understanding may develop a behavioral bias, which 
gives them a narrow viewpoint that emphasizes satisfying employee experi- 
ences while overlooking the broader system of the organization in relation to all 
its publics. This condition often is called tunnel vision because viewpoints are 
narrow, as if people were looking through a tunnel. They see only the tiny view 
at the other end of the tunnel while missing the broader landscape. 

It should be evident that concern for employees can be so greatly overdone 
that the original purpose of joining people together— productive organizational 
outputs for society—is lost. Sound organizational behavior should help achieve 
organizational purposes, not replace them. The person who ignores the needs 
of people as consumers of organizational outputs while championing employee 
needs is misapplying the ideas of organizational behavior. It is also true that the 
person who pushes production outputs without regard for employee needs is 
misapplying organizational behavior. Sound organizational behavior recognizes 
a social system in which many types of human needs are served in many ways. 

Behavioral bias can be so misapplied that it harms employees as well as the 
organization. Some people, in spite of their good intentions, so overwhelm 
others with care that they are reduced to dependent—and unproductive— 
indignity. They become content, not fulfilled. They find excuses for failure 
rather than taking responsibility for progress. They lack self-discipline and self- 
respect. As happened with scientific management years ago, concern for people 
can be misapplied by overeager partisans until it becomes harmful. 

Employees as well as managers can handicap a fellow employee through 
unrestricted concern and care. These conditions are illustrated by the following 


events. 


Edna Harding was a clerk in a government office. Her elderly father was growing 
mentally Bass and plans were being made to have him placed in an institution 
ded by the fact that 


5 ths. Hi worry over this matter was compoun 
within a few months ab tee ilding where she worked and waited in the corridors for 


rance was not pleasant, and he 
often mumbled. Sometimes he followed her into other offices, creating embarrass- 
i much sympathy and attention from her associates, and 

some of them began doing her work for her while she was upset. Since this problem 
was reducing her productivity, her supe 
building guards not to admit her father, } h 
Edna's associates to continue performing some of 


irely. The rvisor 
e hin placement of her father in an institution. 


A limiting factor 
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Even after her father was placed in an institution, Edna continued letting others 
do her work. It soon became apparent to both her associates and her supervisor that 
they had sympathized with her and carried her load so long that she was depending 
on them as she would on a crutch. She relished their sympathy and help and seemed 
incapable of doing the job she had once done. She became “handicapped,” as surely 
as if she had a physical handicap, because of too much care and good intentions from 
others. Seeing these negative results, her supervisor wisely insisted that her associ- 
ates reduce both their help and sympathy. Slowly and painfully, Edna’s perform- 
ance then returned to normal. 


The law of diminishing returns 


Overemphasis on an organizational behavior practice may produce negative 
results, as indicated by the law of diminishing returns. !° It is a limiting factor in 
organizational behavior the same way that it is in economics. In economics the 
law of diminishing returns refers to a declining amount of extra outputs when 
more of a desirable input is added to an economic situation. After a certain 
point, the output from each unit of added input tends to become smaller. The 
added output eventually may reach zero and even decline when more units of 
input are added. 


For example, a farmer who has a laborer working on 20 acres of land may double the 
output by adding another laborer. Similar results could occur by doubling the work 
force to four people, but soon a point will be reached where the increase in output 
from adding workers is smaller and smaller. Eventually production will decline as 
the field becomes overcrowded with workers, coordination deteriorates, and crops 
are trampled by the crowd. 


The law of diminishing returns in organizational behavior works in a similar 
way. It states that at some point increases of a desirable practice produce 
declining returns, eventually zero returns, and then negative returns as more 
increases are added. The concept implies that for any situation there is an 
optimum amount of a desirable practice, such as participation. When that point 
is exceeded, there is a decline in returns. In other words, the fact that à 
practice is desirable does not mean that more of it is more desirable. More of 
good thing is not necessarily good. 


The diminishing returns associated with various incentives for enlisting in the U.S: 
Navy were studied in interviews with 1700 civilian males. Substantially different 
levels of incentives were offered: $1000 versus $3000 bonuses, two years versus four 
years of free college, and 10 versus 25 percent of base pay for exceptional perform- 
ance. None of the three larger incentives produced more favorable dispositions to 
enlist. In fact, the respondents found the 10 percent bonus more attractive, leading 


the researchers to conclude that not only is more not necessarily better but it "can be 
worse. 


Diminishing returns may not apply to every human situation, but the ides 
applies so widely that it is of general use. Furthermore, the exact point at which 
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FIGURE 22.5 
Assumed application 
of the law of 
diminishing returns 
to employee 
autonomy 
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an application becomes excessive will vary with the circumstances; but an 
excess can be reached with nearly any practice. 

Why does the law of diminishing returns exist? Essentially, it is a system 
concept. It applies because of the complex system relationships of many vari- 
ables in a situation. The facts state that when an excess of one variable 
develops, although that variable is desirable, it tends to restrict the operating 
benefits of other variables so substantially that net effectiveness declines. For 
example, too much security may lead to less employee initiative and growth. 
This relationship shows that organizational effectiveness is achieved. not by 
maximizing one human variable but by working all system variables together in 


a balanced way. 


EMPLOYEE AUTONOMY AS AN EXAMPLE Employee autonomy is a higher-order 
need that is frequently emphasized. Some observers speak of autonomy as an 
ideal, implying that if employees could have complete autonomy, then the 
ideal state would be achieved. But this kind of reasoning ignores the law of 
diminishing returns. As shown in Figure 22-5, effectiveness tends to decline 
when too much autonomy occurs. One reason probably is that excess autonomy 
prevents coordination toward central goals. Different units of the organization 
cannot work together, so the labor of employees is wasted. 

At the other end of the continuum, the lack of autonomy also is ineffective. 
When autonomy declines below an appropriate level, the organization fails to 
develop and use the talents of employees. The result is that effectiveness 
declines with both excessive use and miserly use of autonomy. Most success is 
gained in the broad middle ground of use. This relationship produces a 


humpback curve for autonomy when it is charted with effectiveness. 


Organizational effectiveness 


Can organizational 
behavior adapt to 
change? 
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The humpback curve may vary somewhat with different situations, but the 
basic curve persists. Figure 22-5 shows a colored curve as it might exist for a 
group of production workers. Line AA' shows the amount of autonomy that 
produces maximum effectiveness. The black curve shows how diminishing 
returns might apply to workers in a research unit in the same organization. 
Line BB' shows that much more autonomy can be provided for the research 
workers before a point of maximum effectiveness is reached. Ten years from 
now, the curves for both probably will be different because of different condi- 
tions. However, whatever the situation, the humpback curve persists and a 
point of diminishing returns is reached. 

The law of diminishing returns serves as a warning that although increases in 
desirable practices can be beneficial, an excess of any of them will be coun- 
terproductive. Moderation is required. People obsessed with building only 
autonomy or creating maximum employee security will not be contributing to 
organizational success. There can be too much of a good thing just as there can 
be too little of it. 12 


OTHER PROBLEMS One problem that has plagued organizational behavior has 
been the tendency for business firms to have short time horizons for the 
expected payoff from behavioral programs. This search for a “quick fix" some- 
times leads managers to embrace the newest fad, to address the symptoms 
while neglecting underlying problems, or to fragment their efforts within the 
firm. The emergence of organizational development programs that focus on 
systemwide change and the creation of long-term strategic plans for the man- 
agement of human resources have helped bring about more realistic expecta- 
tions concerning employees as a productive asset. 

Another challenge that confronts organizational behavior is to see whether 
the ideas that have been developed and tested during periods of organizational 
growth and economic plenty will endure with equal success under new condi- 
tions. Specifically, the environment in the future may be marked by some 
shrinking demand, scarce resources, and more intense competition. When 
organizations stagnate, decline, or have their survival threatened, there is 
evidence that stress and conflict increase. Will the same motivational models 
be useful in these situations? Are different leadership styles called for? Will the 
trend toward participative processes be reversed? Since no easy answers t0 
these and many other questions exist, it is clear that there is still tremendous 
room for further development of organizational behavior. 


Manipulation of people 


A significant concern about organizational behavior is that its knowledge and 
techniques can be used to manipulate people as well as to help them develop 
their potential. People who lack respect for the basic dignity of the human 
being could learn organizational behavior ideas and use them for selfish ends- 
They could use what they know about motivation or communication to manip"" 
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late people without regard for human welfare. People who lack ethical values 
could use people in unethical ways. 

The philosophy of organizational behavior is supportive and oriented toward 
human resources. It seeks to improve the human environment and help people 
grow toward their human potential. However, the knowledge and techniques of 
this subject may be used for negative as well as positive consequences. This 
possibility is true of knowledge in most any field, so it is no special limitation of 
organizational behavior. Nevertheless, we must be cautious that what is known 
about people is not used to manipulate them. The possibility of manipulation 
means that people in power in organizations need to be people of high ethical 
and moral integrity who will not misuse their power. Without ethical lead- 
ership, the new knowledge that is learned about people becomes a dangerous 
instrument for possible misuse. Ethical leadership will recognize such guides as 
the following:!? 


m Social responsibility Responsibility to others arises whenever people have 
power in an organization. 

m Open communication The organization shall operate as a two-way open 
system with open receipt of inputs from people and open disclosure of its 
operations to them. 

m Cost-benefit analysis In addition to economic costs and benefits, human and 
social costs and benefits of an activity shall be considered in determining 
whether to proceed with it.!4 


What is the difference between genuine motivation and manipulation of 
people? Basically the conditions of use need to be examined. If people under- 
stand what is happening and have substantial freedom to make their own 
choices, they are not being manipulated. But if they are being covertly directed 
and/or lack free choices, they are being manipulated. This is true whether the 
manipulator is a social scientist, another employee, ora manager. — — — 

As the general population learns more about organizational behavior, it will 
be more difficult to manipulate them, but the possibility is always there. That is 
why society needs ethical leaders. But ethical leaders cannot succeed unless 


there also are ethical followers. 


THE FUTURE OF ORGANIZATIONAL 
BEHAVIOR 


Theory 


Practice 
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forces, organizational behavior is now a key part of business school, engineer- 
ing, and medical school curriculums. Furthermore, its role in both academic 
programs and corporate management development seminars is expected to 
increase further as a response to endorsements such as the one described 


below. 


A call for major redirection of the learning objectives for management education and 
development has been announced by leading educational groups in both the United 
States and Europe.!6 They began their report by accepting the important need for 
cognitive knowledge and analytical skills as a basis for competence in functional 
specialties (such as marketing and finance). In addition, they called for new empha- 
sis on development of noncognitive (affective) skills. These include skills in lead- 
ership, communication, organizational change, and negotiation. In effect, managers 
in the twenty-first century will need to examine their attitudes and values, develop 
their creativity, and apply their interpersonal skills with enthusiasm to the solution 
of organizational problems. Organizational behavior provides a strong foundation 
for these emerging skills. 


Theory, research, and practice 


The field of organizational behavior has grown in depth and breadth, and it will 
continue to mature. The keys to its past and future success revolve around the 
related processes of theory development, research, and managerial practice. 
Theories offer explanations of how and why people think, feel, and act as they 
do. Theories identify important variables and link them together to form 
tentative propositions that can be tested through research. Good theories are 
also practical—they address significant behavioral issues, they contribute to 
our understanding, and they provide guidelines for managerial thought and 
action. 

Research is the process of gathering and interpreting relevant evidence that 
will either support a behavioral theory or help change it. Research hypotheses 
are testable statements connecting the variables in a theory, and they guide the 
process of data collection. Data are generated through various research meth- 
ods, such as case studies, field and laboratory experiments, and surveys.!7 The 
results of these research studies, as reported in various journals, can affect both 
the theory being examined and future managerial practices. 

Neither research nor theory can stand alone and be useful, however. Manag 
ers apply the theoretical models to structure their thinking; they use research 


is a natural and healthy flow from theory and research to practice, which is the 


improving individual and organizational performance. 

There is also a vital role for managers to play in the other direction—the 
development of theory and conduct of research. Feedback from practitioners 
can suggest whether theories and models are simple or complex, realistic oT 
artificial, and useful or useless. Organizations serve as research sites an 
provide the subjects for various studies. As shown in Figure 22-6, there i? 
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FIGURE 22-6 
Theory, research, 
and practice are 
closely interrelated 
and necessary in 
organizational 


behavior. 
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two-way interaction between each pair of the processes, and all three are 
critical to the future of organizational behavior. Better models must be devel- 
oped, theory-based research needs to be conducted, and managers need to be 
receptive to both sources and apply them in their work. 


As an example, the development of Vroom's leadership model introduced in Chapter 
9 illustrates this interactive process. The authors began with the (contingency) idea 
that some factors are more important than others in the selection of a leadership 
approach. Then they identified some of these dimensions, such as the quality and 
commitment requirements, problem structure, importance of time constraints, and 
so forth. Through initial research, they classified a number of different approaches 
that could best be used to deal with different problems. When Vroom and his 
colleagues observed managers as they used the original leadership model, they 
found it necessary to revise the theory by modifying the contingency factors, the 
major approaches recommended, and the relationships between the two. As a 
result, they now have a newer model which is based on a combination of their 
original thinking, a series of research studies, and observations of managers. Yet 
they recognize that this model also will undergo further change. 


The point of the illustration is that research is an ongoing process through 
which valuable behavioral knowledge is continually uncovered. Examining a 
stream of research is like exploring the Mississippi River from its gentle source 
in northern Minnesota to its powerful ending in the Gulf of Mexico. Just as a 
trip down the entire river allows us to better appreciate its growth and its 
impact, so does a review of research help us to better understand how the 
major ideas in organizational behavior evolved over time. 

Fortunately, one of the major trends today is the increasing acceptance of 
theory and research by practicing managers. This explains why the eighth 
edition of Human Behavior at Work includes more theory and research results 
than earlier editions. Managers today are more receptive to new models, they 
support related research, and they experiment more with new ideas. Examples 
of this increasing dialogue between the world of science and the world of 
practice abound, as seen in the experiments with sociotechnical systems and 
autonomous work groups. These illustrate the kinds of organizational practices 
which, when coupled with theory development and research, will continue to 


produce improved organizational performance. 
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THE PROMISE OF A BETTER 
TOMORROW 


Although organizational behavior does have limitations, these should not blind 
us to the tremendous potential that it has to contribute to the advancement of 
civilization. It has provided and will provide much improvement in the human 
environment.!5 By building a better climate for people, organizational behavior 
will release their creative potential to help solve major social problems. In this 
way organizational behavior may contribute to social improvements that stretch 
far beyond the confines of any one organization. A better climate may help 
some person make a major breakthrough in solar energy, health, or education. 

Improved organizational behavior is not easy to apply. But the opportunities 
are there. It should produce a higher quality of life in which there is improved 
harmony within each person, among people, and among the organizations of 
the future. 


Human resource accounting Manipulation of people 
Investment and organizational climate Ethical leadership 
approaches to human resource ac- Theo: 

counting if 

Behavioral bias and tunnel vision Beiherdh 

Law of diminishing returns Datis 


1 Now that you have completed the book, discuss basic philosophical differ- 
ences among the four models of organizational behavior. 

2 Compare some of the contingency relationships in stable and changing 
environments. 

3 Form into groups of a few people, and discuss current trends in the 
macromotivational environment that may have an important influence ei- 
ther positively or negatively, for motivation on the job. If you are emplo 
full time, discuss whether the external environment has influenced your} 
motivation during the last year. If you are not employed, has the environ- 
ment influenced your drives to seek a job or to work in particular jobs 

4 Explain the relationship between the various models of organizational 
havior and the philosophy behind human resource accounting. 

5 Interpret some of the limitations of organizational behavior, including the 
law of diminishing returns. Discuss application of the law to employee 
autonomy and one other item. 

6 Assume that you work for a firm that suffers a severe economic decline 
What behavioral practices might change? 
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7 Form into research groups, and develop by means of research a list of 
guides, such as the three given in this chapter, that an ethical leader might 
pate Report your list to your entire classroom group, and discuss reasons 
wi eds on your list. Can the manipulation of people be completely 

8 On the basis of library research, prepare a five-minute talk on "What 
Organizational Behavior Will Be Like Twenty Years from Now." 

9 Create a personal action plan indicating how you will contribute to, and 
continue to learn about, organizational behavior in the future. Include 
comments about theory, research, and practice. 

10 Without reviewing the text or your notes, explain what organizational 
behavior means to you now. How does this definition differ from your 
understanding of the term before you read this book? 


TL necdert: 

THE NEW CONTROLLER 

Statewide Electrical Supply, Inc., is a wholesale distributor of electrical sup- 
plies serving a population area of 3 million persons. Business has expanded 
gradually, and during the last eight years the number of accounting clerks has 
grown from one to twelve. The first clerk employed was Berta Shuler, who was 
middle-aged, had completed two years of college, and had taken two account- 
ing courses. She proved to be a loyal and capable clerk, so when the depart- 
ment expanded to three people she was promoted to chief accounting clerk 
with supervisory duties over the other two clerks. She reported to the firm's 
general manager, Charlie Pastroni, and depended on him to handle accounting 
decisions that were more than routine. ; 

As the business grew larger, the existing accounting arrangement became 
inadequate, so Charlie decided to employ a controller to handle all financial 
and accounting functions of the firm. Berta recognized that she was not 
qualified to handle accounting and financial affairs of this magnitude, and she 
did not seek promotion to this job. She did, however, welcome the idea of a 
controller, because she was overloaded with work and felt that the new control- 
ler might help relieve her of some of her more difficult responsibilities. 

An additional factor in the firm's decision to establish the position of control- 
ler was that there were many complaints about Berta’s supervisory ability. She 
appeared to be effective with the first two or three clerks when the department 
was small and duties were less complex, but she was unable to handle the larger 
department and the more complex duties. Her problems seemed to be con- 
fined mostly to internal supervision in her department. Other departments in 
the firm reported that she worked effectively with them, and they expressed 
some fear that the new controller might upset this favorable working rela- 


tionship. ] 
Charlie is not sure how to handle the problem of integrating the new 


controller into the organization. He wants to retain Berta because she is a 
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valuable employee, but he is concerned that if he demotes her from super- 
visory duties at the time the controller is employed, she may resign. 


Questions 
1 How do you recommend that the new controller's department be organized? 
2 What can be done to improve this situation? 


p j vali 4 Dri 

PUTTING ORGANIZATIONAL BEHAVIOR IN PERSPECTIVE 

Divide the class into groups of three to five persons each. Have each group 
address one of the following questions. Each group should select a spokesper- 
son, who will report to the class on the group's conclusions. 


1 Whatare some examples of the most progressive applications of organizational behav- 
ior ideas that the group members are familiar with? (Examples may be drawn from 
personal experience, study of business periodicals, and other sources.) 

2 What are the topical areas within organizational behavior that need the most signifi- 
cant development in the next few years? (In other words, where are the present 
weaknesses in terms of theory and research?) 

3 Which of the various models and principles presented in this book do the group 
members feel will have the greatest immediate personal benefit for them? 

4 What are the major issues and critical concerns facing the field of organizational 
behavior today? 
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INTRODUCTION 


a ase problems provide a useful medium for testing and applying some of 
the ideas in this textbook. They bring reality to abstract ideas about 
organizational behavior. All the case problems that follow are true situations 
recorded by case research. Certain case details are disguised, but none of the 
cases is a fictional creation. All names are disguised, and any similarity to actual 
persons is purely coincidental. 

These cases have a decision-making emphasis in the sense that they end ata 
point that leaves managers and/or employees with certain decisions to make. 
Most of the cases emphasize decisional problems of managers. One decision 
often is: Do I have a further problem? If that decision is in the affirmative, then 
further analysis must be made, What problems exist? Why are they problems? 
What can be done about them within the resource limits available (i.e., what 
alternatives are available)? Finally, what should be done to solve this particular 
problem in this specific organization? This is the reality that every manager 
faces in operating situations. There is no escaping it. 

Even a person who does not plan to be a Manager can gain much from 
analyzing these cases, because all employees need to develop their own ane- 
lytical skills about human behavior in order to work successfully with their 
associates and with management in organizations. Placing yourself in the em- 
ployee role in a case, you can ask: Why do my associates act the way they do in 
this situation? Why is management acting the way it is in this instance? Was 
there something in my behavior that caused these actions? How can I change 
my behavior in order to work more effectively with the organization and my 
associates and thereby reach my goals more easily? 

Since these case problems describe real situations, they include both good 
and bad practices. These cases are not presented as examples of good manage- 
ment, effective organizational behavior, bad management, or ineffective orga- 
nizational behavior. Readers may make these judgments for themselves: 
However, the primary value in studying cases lies in the development of 
analytical skills and the application of organizational behavior knowledge t° 
solve challenging problems. 


CASE 


Dudley Lodge 


EP sts Henry Ellis taught management in a large Midwestern state 
university. On August 5 of last year, at about 6:30 P.M., he received a 


long-distance telephone call from the factory town of Corbin, 30 miles distant. 
The caller was Dudley Lodge, a student in his course called "Organizational 
Behavior" during the previous spring. After the necessary exchange of pleasan- 
tries, Lodge said that he had gone to work for the Roanoke Company and was 
having trouble. Lodge reminded Professor Ellis that he had told the students of 
his class he would be glad to help them when they were in business, and Lodge 
wanted help. He wanted to visit Professor Ellis that night because he had to 
have an answer to his problem by the next morning. Professor Ellis encouraged 
the visit and made an appointment for 8 P.M. 

While he was waiting for Lodge to arrive, Professor Ellis recalled that he did 
not know Lodge very well, but Lodge had impressed him as a young, friendly, 
intelligent student. Lodge made an A in the course, although he was not a 
business major.* Professor Ellis also remembered that near the end of the 
course he had told his students, “Your formal education and training will not 
provide you with all the answers in your job. If I can help you any time, please 
call on me. Your education does not end at graduation." When Lodge arrived, 
he appeared emotionally upset and exhausted. He was impatient to describe 
his problem. He agreed to let Professor Ellis record his comments on a tape 
recorder which had been used for role playing in the class he attended. 
Professor Ellis mostly listened, occasionally asking a question or interjecting a 
remark such as "Tell me more about that." Lodge 's description of his problem 


was as follows. 


and somewhat retiring in nature. 


PART 7 Case problems 


LODGE'S DESCRIPTION OF HiS 
PROBLEM 


I believe this case will be clearer if I present some of the background of my 
experiences with the company before I relate the facts in the immediate 
problem. I was accepted for employment with the Roanoke Company through 
one of its regular application forms without a personal interview. This was an 
irregular procedure for the company, and I do not know why it was done in this 
case; however, I had no reason to be concerned about this until after my arrival 
in Cleveland. 

When I reported to the central company offices in Cleveland on June 15, I 
was interviewed by both Mr. Sharp, the director, and Mr. Thomas, the 
assistant director of the student training course. This interview seemed quite 
routine. These men had my written application before them with all my 
personal data, yet they both seemed somewhat surprised by two facts: first, that 
I was married, and secondly, that I was a mechanical engineer. I was not 
married when I made out the application, and thus this fact did not show on the 
form. The second fact, that I was a mechanical engineer, was shown quite 
plainly on the application, and I cannot understand why it was such a surprising 
fact unless it was an important consideration in the Cleveland plant where only 
electrical equipment was manufactured. There was no serious discussion over 
any of my qualifications, and after a few humorous remarks about my being 
newly married, I was assigned to Department W-3, small motor and generator 
winding. 

At this interview I made a special point of informing Sharp that I was 
interested in steam turbine design and testing, as stated in my application, that 
I had specialized in this work in college, and that I should like assignment to 
this work in the Corbin plant of the company* where this type of research and 
testing was done. My request was casually and carefully avoided at this time; 
but when it was repeated to Sharp in a short talk with him about two weeks 
later, he informed me that there was no student opening available in Corbin. 
Thomas suggested that I might be interested in transformer work, but I could 
see no mechanical problems involved in this, so I requested to remain in 
motive power if I could not be transferred to Corbin. 

The day after this second interview, Sharp called me into his office at the end 
of the day and asked me if I would like to teach a course of physics and 
trigonometry to the apprentice machinists. | accepted this offer and was enjoy- 
ing the work to such an extent that I had about made up my mind to be satisfied 
with the work in Cleveland when, on July 13, Sharp again called me to his office 
and told me there was an opening in steam turbine work at Corbin if I want 
it. Asa result of this conference I reported to the plant in Corbin on July 15. 


*The company had several large plants located in various he United States. The Corbin 
plant was located about three hundred miles from Clere. a States 
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When I arrived in Corbin, I was received quite cordially by Mr. Barry, 
director of student training at this plant, who called my wife into the office and 
then conducted both of us on a short tour of the plant. He suggested that I take 
two or three days to find a place to live, look around the plant for a day, and 
then report back to his office for assignment. 

Two days later when I reported to Barry's office, he took me around to the 
many shops and offices and introduced me to the shop supervisors and depart- 
ment heads. He made a special visit to the production control department, 
supervised by a Mr. Schmidt, and there told me that I would not be placed 
immediately on the student training course but would be assigned temporarily 
to this department to relieve some of the employees who were going on 
vacation. Barry then left me with Schmidt, who took me immediately to the 
desk of a Mr. Langner, a production expediter, whose place I was to take while 
the latter was on vacation for a month. 

The production control department, including Schmidt's desk, was all to- 
gether in one large room. Langner spent the rest of the day with me in an 
attempt to familiarize me with the work involved in "chasing" an order through 
the intricacies of design, machining or purchase, testing, inspection, storage, 
and shipment. It seemed to me that the details involved would be impossible to 
grasp in several months, and yet I was to take over this job on the following day. 

Frankly I was scared. I had never seen the inside of a large manufacturing 
plant before. I had hardly seen the working parts of a steam turbine, and here I 
was to have the responsibility of expediting the manufacture of a 190,000- 
kilowatt turbogenerator with all auxiliaries for the National Utility Company. I 
went home that evening a very bewildered and "sick" production expediter, or 
"chaser," as the employees in the shops sneeringly called us. 

The next weeks passed almost as a nightmare. In my own confusion it 
seemed that there was no order, no scheme to follow, and that everyone was 
too busy to realize that I was a green country kid who hardly knew one end of a 
turbine from the other. I tried conscientiously to memorize shop orders, 
purchase orders, delivery dates, promise dates, the names of parts, the names 
of shop supervisors, and a few other details all at the same time, and it seemed 
like a less task. 

vei expediters were all very friendly and helpful, but Schmidt seemed 
to assume that I was a “full-grown expediter" and expected me to replace 
Langner in all respects. He told me that he would expect me to know the exact 
status of my order at all times and that I should keep a large progress chart on 
my wall up to date by making daily changes each morning. To be sure that I 
understood this, he called me to his desk each morning for a complete report. If 
I was uncertain as to the exact status of some operation, he was very impatient. 
His loud-talking manner and his habitual and routine use of profanity irritated 
me. These morning interviews took on the aspects of an inquisition. I confided 
in another of the expediters who seemed sympathetic, and he told me to come 
to the office early, to get the progress chart up to date, and to spend most of the 
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rest of the day out in the shops away from Schmidt. None of the expediters 
liked him, and they avoided him as much as possible. 

Acting on the advice of the other expediter, I began spending most of the day 
in the shops. I made friends with the shop supervisors and found that I was 
enjoying the time spent in discussing their work with them; I also found that 
they were more willing to give me the information that I required relative to 
my order. 

I also learned that the shop employees had a contempt for the production 
control department and refused to cooperate with the time-and-motion-study 
specialists when they came through to study machine operations. This associa- 
tion gave me a different view of shop relations, and I found myself sympathizing 
with the shop attitude. This contact made it more difficult for me to conscien- 
tiously put the "pressure on" the shop supervisors to make them meet promise 
dates on the machining operations for my job. 

In spite of this tactic of remaining out of the office as much as possible, I 
managed to keep my progress chart up to date by getting to the office early. I 
reported to work on the regular student schedule of 7:30 A.M. and left work at 
4:18 P. M. In this way I was in the office well ahead of the regular office staff. My 
order was keeping reasonably well to its schedule, and I had no serious 
complaints from Schmidt. From time to time during the day I would meet him 
in one of the shops, and on occasion he would stop me and discuss the progress 
of the work. On these occasions I noticed that he was much more friendly and 
talked in a much more casual and less "official" tone of voice. He never 
criticized me for not spending more time in the office. 

Late yesterday afternoon, however, just before quitting time, I learned from 
the engineering department that there had been a mistake made in the machin- 
ing of the flange bolts for the low-pressure turbine casing. I was on my way (0 
the automatic screw machine shop to stop production when I met Schmidt in 


one of the shops. He stopped me rather abruptly and the following conversa- 
tion took place: 


Lodge, what's the status of the shaft-centering plugs for the low-pressure turbine? 
I am not certain, Mr. Schmidt, but I don't think any work has been done on them. 
The shaft forgings are not due in the shops for nearly two weeks yet. : 
Damn it, I told you that I wanted to know the exact status of that entire job at 
mri! scd I re tered have not even been put on production 
s x ) ng. 
them on overtime tonight and on my desk tomorrow morn 


^ tonight. 
Yes sir, I'll see Hill in the light-machine shop about it right away 


After this conversation with Schmidt, I made arrangeme ith Hill, the 

, gements wi : 
light-machine shop supervisor, to have the centering plugs placed on overtime 
order and to have them finished by morning when I would pick them up: I s" 
Hill make out the order and place it in the overtime work basket. The operatio" 


ae — -" would require about two hours of work on a power cutoff sa” 
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By the time I had finished in the light-machine shop, the automatic screw 
machine shop, which was working only one shift per day, was closed, and I was 
unable to stop production on the flange bolts. I had, however, secured one of 
the bolts and back at my desk had confirmed the fact that they were % inch too 
short. I planned to stop production on them the first thing the next morning. 
While at my desk I checked my production schedule and found that the turbine 
shaft, for which the centering plugs were so urgently needed, was not due from 
the foundry and forge shop until August 21. I then went home feeling that the 
day had gone very well. 

When I arrived at the office this morning I brought the progress chart up to 
date, made a few notes for the work for the day, and started out to the shops. I 
took the flange bolt along with me and was going to the automatic screw shop 
right after I went by the light-machine shop to see about the centering plugs. 
The time must have been almost 8 A.M., and as I passed through No. 2 shop, I 
met Schmidt and the following discussion took place: 


Lodge, are those centering plugs finished? 
I'm on my way to see about them right now, but I have an urgent stop order for 


these flange bolts and— 
Damn it, 1 told you to have those plugs on my desk when 1 came in. By damn, 


Lodge, when I give you an order I expect it to be obeyed. (He grabbed me roughly by 
the arm.) Come on, we're going over to the shop to see about those plugs. — 

(I jerked away from Schmidt's grasp.) Keep your hands off me and stop cussing me, 
or I'll beat your damn brains out with this bolt! I'm going to put a stop order on those 
bolts, and then report you to Mr. Ball ( the plant superintendent). Those plugs are not 
needed for nearly another month anyway. 


After the above conversation Schmidt turned and walked hurriedly toward 
d upset. I did, however, regain 


his office. I was, by this time, very nervous an 

enough composure to place the hold order on the flange bolts and then went to 
the light-machine shop to see about the centering plugs. I had, by this time, 
decided it best to talk to Barry about the whole thing before going to the plant 


ntendent with the matter. , 
po, na upon my arrival at the light-machine shop I learned from talking to 
Hill that the centering plugs had not been finished because after I talked with 
Hill yesterday afternoon, Schmidt had come in and given a special order for 
overtime work that involved all the available lathes and operators for the entire 
night shift. This made it impossible for work to be done on the centering plugs, 
and I found them cut off of bar stock, but no more work done on them. This 
information “made me see red,” and I headed for Schmidt's office. 

By the time I had arrived at Schmidt's office, I had become rather nervous, 
wrought up, and very angry about the whole state of things. I went directly to 
Schmidt's desk and told him, in something of a loud voice, I'm sure, that he was 
"the double-crossing so-and-so" that had stopped work on the centering plugs, 
that it was a dirty frame-up of me on his part; and that as of now he could get 
someone else to take over the job of expediter; that it was a job for a stool 
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pigeon, anyway; and that I refused to do any more of his dirty work; and that I 
would not take any more of his cussing. 

The effects of these remarks were somewhat awe-inspiring in the office, to 
say the least. Schmidt jumped from his desk and started toward me; but a very 
calm, quiet, purchasing agent, Mr. Andrews, intervened and restored a bit of 
order before things got completely out of control. Schmidt got in several “air- 
burning" profane remarks and told me that he was going to report me to the 
plant superintendent. 

went with me to my desk, advised me to go immediately to see 
Barry, and offered to go along with me as a witness. I gladly accepted his offer, 
and we went over to Barry's office and told him the whole story. He talked to us 
for about half an hour and then wanted me to go with him back to Schmidt's 
office to talk to him. This I refused to do, and both Barry and Andrews left to 
talk to Schmidt. 

After talking to Schmidt for a long time, Barry returned and told me that 
Schmidt admitted that both of us "acted like fools" and that he was ready to 
forget the matter, if I would, and he would like me to continue in the work until 
Langner returned. Barry told me that if I would go with him and apologize to 
Schmidt, work for him until Langner returned, and "keep my nose clean," he 
would transfer me to the regular student training course just as soon as I could 
be relieved. I told him that I would not do so, the way I felt at the present time, 
but that I would think it over during the night and would give him an answer 
tomorrow. That is why I need your help, Professor Ellis. I am all mixed up and 
don't know what to do. I shall appreciate your advice and shall let you know the 
outcome. 


f» 


1 Why do you think Lodge came to Professor Ellis for help? 

2 What mistakes did the "company" make in "training" Lodge? Who made 
these mistakes? Explain. 

3 Why do you think Schmidt acted the way he did? Why do you think Lodge 
reacted the way he did? Did the two people "understand" each other? 

4 What are the primary problems existing at the end of the case? 

5 What action should be taken to help solve the main problems of the case? BY 
Lodge? Barry? Schmidt? Others? Give specific behavioral reasons for pro 
posed actions. 

6 Discuss this case in terms of basic organizational behavior ideas that you have 
covered to this date, such as social systems, organizational climate, 
psychological contract, expectancy theory, equity theory, and 
organizational behavior. 
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1 Assume that you are Professor Ellis, and then continue the conversation with 
Lodge. 

2 Role-play the meeting of Lodge and Barry on August 6. 

3 Role-play the meeting, if any, of Lodge, Barry, and Schmidt on August 6. 


CASE 


The Consolidated 
Life Company* 


PART I 


wf started so positively. Three days after graduating with his degree 
in business administration, Mike Wilson started his first day at a 


prestigious insurance company— Consolidated Life. He worked in the Policy 
Issue Department. The work of the department was mostly clerical and did not 
require a high degree of technical knowledge. Given the repetitive and mun- 
dane nature of the work, the successful worker had to be consistent and willing 
to grind out paperwork. 

Rick Belkner was the division's vice-president, "the man in charge" at the 
time. Rick was an actuary by training, a technical professional whose leadership 
style was laissez-faire. He was described in the division as "the mirror of 
whomever was the strongest personality around him." It was also common 
knowledge that Rick made $60,000 a year while he spent his time doing 
crossword puzzles. 

Mike was hired as a management trainee and promised a supervisory assign- 
ment within a year. However, because of a management reorganization, it was 
only six weeks before he was placed in charge of an eight-person unit. 

The reorganization was intended to streamline workflow, upgrade and com- 
bine the clerical jobs, and make greater use of the computer system. It was à 
drastic departure from the old way of doing things and created a great deal of 
animosity and anxiety among the clerical staff. 

Management realized that a flexible supervisory style was necessary to pull 
off the reorganization without immense turnover, so they gave their super- 
visors a free hand to run their units as they saw fit. Mike used this latitude to 
implement group meetings and training classes in his unit. In addition he 
assured all members raises if they worked hard to attain them. By working long 
hours, participating in the mundane tasks with his unit, and being flexible in his 
management style, he was able to increase productivity, reduce errors, 4” 
reduce lost time. Things improved so dramatically that he was noticed by upper 
management and earned a reputation as a "superstar" despite being viewed 38 
free spirited and unorthodox. The feeling was that his loose, people-orient 
management style could be tolerated because his results were excellent. 


*This case was prepared by Joseph Weiss, Mark Wahlstrom, and Edward Marshall, and is wed 
with permission of the authors and the publisher, Elsevier Science Publishing Co., Inc 
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A chance for advancement 


After a year, Mike received an offer from a different Consolidated Life division 
located across town. Mike was asked to manage an office in the marketing area. 
The pay was excellent and it offered an opportunity to turn around an office in 
disarray. The reorganization in his present division at Consolidated was almost 
complete and most of his mentors and friends in management had moved on to 
other jobs. Mike decided to accept the offer. 

In his exit interview he was assured that if he ever wanted to return, a 
position would be made for him. It was clear that he was held in high regard by 
management and staff alike. A huge party was thrown to send him off. 

The new job was satisfying for a short time but it became apparent to Mike 
that it did not have the long-term potential he was promised. After bringing on 
a new staff, computerizing the office, and auditing the books, he began looking 
for a position that would both challenge him and give him the autonomy he 
needed to be successful. 

Eventually word got back to his former vice-president, Rick Belkner, at 
Consolidated Life that Mike was looking for another job. Rick offered Mike a 
position with the same pay he was now receiving and control over a 14-person 
unit in his old division. After considering other options, Mike decided to return 
to his old division feeling that he would be able to progress steadily over the 


next several years. 


Enter Jack Greely; return Mike Wilson 


Upon his return to Consolidated Life, Mike became aware of several changes 
that had taken place in the six months since his departure. The most important 
change was the hiring of a new divisional senior vice-president, Jack Greely. 
Jack had been given total authority to run the division. Rick Belkner now 
reported to Jack. 
Jack's reputation was that he was tough but fair. It was necessary for people 

in Jack's division to do things his way and “get the work out. i 
Mike also found himself reporting to one of his former peers, Kathy Miller, 
who had been promoted to manager during the reorganization. Mike had 
always “hit it off” with Kathy and foresaw no problems in working with her. 
After a week Mike realized the extent of the changes that had occurred. 
Gone was the loose, casual atmosphere that had marked his first tour in the 
division. Now, a stricter, task-oriented management doctrine was practiced. 
Morale of the supervisory staff had decreased to an alarming level. Jack Greely 
was the major topic of conversation in and d the division. People joked 

eant "management by oppression. d 4 
SEA back with comments like "Welcome to prison and "Why 
would you come back here? You must be desperate!" It seemed like everyone 
was looking for new jobs or transfers. Their lack of desire was reflected in the 


poor quality of work being done. 
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Mike's idea: supervisors’ forum 


Mike felt that a change in the management style of his boss (Jack) was necessary 
in order to improve a frustrating situation. Realizing that it would be difficult to 
affect his style directly, Mike requested permission from Rick Belkner to form a 
Supervisors’ Forum for all the managers on Mike's level in the division. Mike 
explained that the purpose would be to enhance the existing management- 
training program. The Forum would include weekly meetings, guest speakers, 
and discussions of topics relevant to the division and the industry. Mike 
thought the forum would show Greely that he was serious about both his job 
and improving morale in the division. Rick gave the O.K. for an initial meeting. 
The meeting took place and ten supervisors who were Mike's peers in the 
company eagerly took the opportunity to “Blue Sky" it. There was a euphoric 
ener about the group as they drafted their statement of intent. It read as 
lows: 


TO: Rick Belkner 
FROM: New Issue Services Supervisors 
SUBJECT: Supervisors’ Forum 


On Thursday, June 11, the Supervisors’ Forum held its first meeting. The objective 
of the meeting was to identify common areas of concern among us and to determine 
topics that we might be interested in pursuing. 

The first area addressed was the void that we perceive exists in the management- 
training program. As a result of conditions beyond anyone’s control, many of us over 
the past year have held supervisory duties without the benefit of formal training or 
proper experience. Therefore, what we propose is that we utilize the Supervisors 
Forum as a vehicle with which to enhance the existing management-training program. 
The areas that we hope to affect with this supplemental training are; a) morale/job 
satisfaction; b) quality of work and service; c) productivity; and d) management 
expertise as it relates to the life insurance industry. With these objectives in mind, we 
have outlined below a list of possible activities that we would like to pursue. 


1. Further utilization of the existing “in-house” training programs provided for 
manager trainees and supervisors, i.e., Introduction to Supervision, E.E.O., and 
Coaching and Counseling, 

2. A series of speakers from various sections in the company. This would help expose 
us to the technical aspects of their departments and their managerial style. 

3. Invitations to outside speakers to address the Forum on management topics 
as managerial development, organizational structure and behavior, business pol- 
icy, and the insurance industry. Suggested speakers could be area college P?" 
fessors, consultants, and state insurance officials. 

4. Outside training and visits to the field. This could include attendance at seminars 
concerning management theory and development relative to the insurance indus- 
try. Attached is a representative sample of a program we would like to have 
considered in the future. 
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In conclusion, we hope that this memo clearly illustrates what we are attempti 
accomplish with this program. letcotatbbipo thaethecdbove outiine mill be able to tive 
the Forum credibility and establish it as an effective tool for all levels of management 
within New Issue. By supplementing our on-the-job training with a series of speakers 
and classes, we aim to develop prospective management personnel with a broad 
perspective of both the life insurance industry and management's role in it. Also, we 
would like to extend an invitation to the underwriters to attend any programs at which 
the topic of the speaker might be of interest to them. 


ce: J. Greely 
Managers 


The group felt the memo accurately and diplomatically stated their dissatis- 
faction with the current situation. However, they pondered what the results of 
their actions would be and what else they could have done. 


PART I 


An emergency management meeting was called by Rick Belkner at Jack 
Greely's request to address the “union” being formed by the supervisors. Four 
general managers, Rick Belkner, and Jack Greely were at that meeting. During 
the meeting it was suggested the Forum be disbanded to “put them in their 
place." However, Rick Belkner felt that if “guided” in the proper direction the 
Forum could die from lack of interest. His stance was adopted but it was 
common knowledge that Jack Greely was strongly opposed to the group and 
wanted its founders dealt with. His comment was “It’s not a democracy and 
they're not a union. If they don't like it here, then they can leave.” An 
investigation was begun by the managers to determine who the main authors of 
the memo were so they could be dealt with. 

About this time, Mike's unit had made a mistake on a case, which Jack 
Greely was embarrassed to admit to his boss. This embarrassment was more 
than Jack Greely cared to take from Mike Wilson. At the managers’ staff 
meeting that day Jack stormed in and declared that the next supervisor to 
“screw up” was out the door. He would permit no more embarrassments of his 
division and repeated his earlier statement about “people leaving if they didn’t 
like it here.” It was clear to Mike and everyone else present that Mike Wilson 


was a marked man. 

Mike had always been a loose, am 
units had been successful was the atten i 
they interacted with the group. He had a reputation for fairness, was seen as an 
excellent judge of personnel for new positions, and was noted for his ability to 
turn around people who had been in trouble. He motivated people through a 
dynamic, personable style and was noted for his general lack of regard for rules. 
He treated rules as obstacles to management and usually used his own discre- 


iable supervisor. The major reason his 
tion he paid to each individual and how 
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tion as to what was important. His office had a sign saying “Any fool can manage 
by rules. It takes an uncommon man to manage without any." It was an 
approach that flew in the face of company policy, but it had been overlooked in 
the past because of his results. However, because of Mike's actions with the 
Supervisors Forum, he was now regarded as a thorn in the side, not a 
superstar, and his oddball style only made things worse. 

Faced with the fact that he was rumored to be out the door, Mike sat down to 
appraise the situation. 


PART III 
Mike decided on the following course of action: 


1 Keep the Forum alive but moderate its tone so it didn't step on Jack Greely's 
toes. 


2 Don't panic. Simply outwork and outsmart the rest of the division. This plan 
included a massive retraining and remotivation of his personnel. He imple- 
mented weekly meetings, cross training with other divisions, and a lot of 
interpersonal "stroking" to motivate the group. 

3 Evoke praise from vendors and customers through excellent service and 
direct that praise to Jack Greely. 


The results after eight months were impressive. Mike's unit improved the 
speed of processing 60% and lowered errors 75%. His staff became the most 
highly trained in the division. Mike had a file of several letters to Jack Greely 
that praised the unit's excellent service. In addition, the Supervisors Forum 
had grudgingly attained credibility, although the scope of activity was re- 
stricted. Mike had even improved to the point of submitting reports on time a$ 
à concession to management, 

Mike was confident that the results would speak for themselves. However, 
one month before his scheduled promotion and one month after an excellent 
merit raise in recognition of his exceptional work record, he was called into his 
supervisors, Kathy Miller's, office. She informed him that after long and 
careful consideration the decision had been made to deny his promotion 
because of his lack of attention to detail. This did not mean he was not a good 
supervisor, just that he needed to follow more instead of taking the lead. Mike 
was stunned and said so. But, before he said anything else, he asked to see Rick 
Belkner and Jack Greely the next day. 


The showdown 


Sitting face to face with Rick and Jack, Mike asked if they agreed with the 
appraisal Kathy had discussed with him. They both said they did. When asked 
if any other supervisor surpassed his ability and results, each stated Mike Y% 
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one of the best, if not the best they had. Then why, Mike asked, would they 
deny him a promotion when others of less ability were approved. The answer 
came from Jack: "It's nothing personal, but we just don't like you. We don't like 
your management style. You're an oddball. We can't run a division with ten 
supervisors all doing different things. What kind of a business do you think 
we're running here? We need people who conform to our style and methods so 
we can measure their results objectively. There is no room for subjective 
interpretation. It's our feeling that if you really put your mind to it, you can be 
an excellent manager. It's just that you now create trouble and rock the boat. 
We don't need that. It doesn't matter if you're the best now, sooner or later as 
you go up the ladder, you will be forced to pay more attention to administrative 
duties and you won't handle them well. If we correct your bad habits now, we 
think you can go far." 

Mike was shocked. He turned to face Rick and blurted out nervously, "You 
mean it doesn't matter what my results are? All that matters is how I do 
things?" Rick leaned back in his chair and said in a casual tone, "In so many 
words, Yes." 

Mike left the office knowing that his career at Consolidated was over and 
immediately started looking for a new job. What had gone wrong? 


1 This case can be treated as a three-part predictive exercise. — 

a Read only Part I, and stop. How do you think the supervisors’ “statement 
of intent” will be received by top management at Consolidated Life? 

b Read Part II. What do you think Mike will do now? What do you recom- 
mend that he do? 

c Read Part III. Should Mike try to continue his career with Consolidated 
Life, or find a job elsewhere? How does the self-fulfilling prophecy affect 
this situation? If he leaves, do you think he can be successful in another 


organization? 
2 Was Mike wise to attempt to change the behavior of his boss? Was it ethical? 
What methods have you read about that he could have used? What would 


have done differently? 
3 How do yoa this that Mike would describe the organizational culture at 


Consolidated Life? What is an employee's responsibility for "reading" a 


firm's culture, and for adjusting to it? j 
4 Evaluate the memo that Mike wrote. Now assess the fairness and mo 
vational impact of the feedback that Mike received. Will it be use l in 
changing his behavior? What advice could you have given Rick and Jack prior 


to the meeting with Mike? 


CASE 


The Video Electronics 
Company 


rank Simpson, president and controlling stockholder of the Video 

Electronics Company, now in its tenth year, was faced with the prob- 
lem of gearing his plant to meet both increased production dema::.!s brought on 
by the expanding electronics industry and also increased competition from 
other producers of his line of products. The plant tripled its employees during 
the past year, but production per worker decreased nearly 20 percent and costs 
rose nearly to the break-even point. For the preceding quarter, profit on sales 
was less than 1 percent and profit on invested capital was under 3 percent. This 
was one-fourth of what Simpson considered normal. 

The company employed mostly unskilled labor who were trained by the 
company. Employees were not represented by a labor union. All employees 
were paid hourly wages rather than incentive wages. 

The company was founded by Simpson and a few investor friends for produc- 
tion of a narrow line of specialized small electronics parts that were sold to 
other manufacturers. It grew slowly and had a labor force of only 105 workers at 
the beginning of last year. Its reputation for quality was excellent. This reputa- 
tion of quality was the primary reason for a flood of orders from new clients in 
the spring of last year, requiring the firm to triple its labor force by July. 
Simpson remarked, "I didn't seek those orders. They came to us. I didn't want 
to expand that fast, but what could I do? If you want to stay in business, yoU 
can't tell your customers you are too busy to sell them anything." 

The company was located in a manufacturing town of 15,000 people in rural 
New York, about 60 miles from any large town. Enough untrained people were 
available locally for hiring for the expansion, which required the operation of 
two shifts instead of one. Management forecasts indicated that the expansion 
would be permanent, with the additional possibility of moderate growth during 
the next five years or longer. 

Simpson, in consultation with the board of directors, concluded that he 
needed to establish the new position of general manager of the plant so that he 
(Simpson) could spend more of his time on high-level work and less of it ironing 
out production difficulties. He also concluded that under present conditions he 
needed to build an industrial engineering staff that could both cope Wi k 
present production problems and give his company the developmental wor 
that was needed to stay ahead of his competitors. 
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; Almost all his present supervisory personnel had been with the company 
since the year it was founded. They were all skilled people in their particular 
phases of the operations, but Simpson felt that none of them had the training or 
overall insight into company problems to take charge as general manager. 

After much thought, Simpson decided to employ a general manager from 
outside the company. This person would report directly to him and would have 
fall responsibility for production of the product and development of a top-notch 
industrial engineering department. Simpson called a meeting of all his super- 
visory personnel and explained his decision to them in detail. He described the 
need for this plan of action and stressed the necessity for the utmost in 
cooperation. The older supervisors did not seem to be pleased with this turn of 
events but promised that they would cooperate fully with the new manager. 

About four months after his meeting with his supervisors, Simpson found a 
suitable general manager, John Rider. Rider, age thirty-six, was a mechanical 
engineer who had been a general supervisor in a large Philadelphia electronics 
plant. One of his first jobs as general manager was to find a qualified person to 
develop the industrial engineering function. Paul Green, an industrial engineer 
thirty-one years of age, was hired from the industrial engineering department 
of a large steel company in Pittsburgh. Green had an M.B.A., a good academic 
record, and two years of experience. 

Green and Rider both felt that the company was in bad condition in relation 
to machine utilization, employee utilization, waste, and reject rates. On the 
basis of their first impressions of the production facilities they estimated that 
production management and industrial engineering changes might be able to 
increase productivity at least 25 percent and reduce unit costs 35 percent. 

Green wanted time to get acquainted with the processes and the supervisory 
personnel before recommending major improvements. Rider granted this 
wish, so Green spent two months getting acquainted with the supervisors. 
During this period he recommended to Rider only minor changes that the 
supervisors seemed to go along with except for minor disagreement. However, 
after this period Simpson, Rider, and Green felt that major steps had to be 
taken to improve both production and quality. They decided that the first 
industrial engineering project should be a study of production processes, 
department by department. This study was to cover every operation done on 
the products. All processes were to be put in writing, since many of the 
processes had developed without anyone ever writing down just how they were 
to be performed. Several of the supervisors were the only ones who understood 
how certain operations were to be set up and performed, and any supervisor 
who left the company often took valuable knowledge that was difficult to 
replace. t 

At the next supervisory meeting (of all management personnel), Simpson 
announced the plan for the production study. No estimated completion date for 
the study was given. No comments were made by the production supervisors, 
but it was plain to Rider and Green that several of the older supervisors were 
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not happy about the idea. Simpson tried to get across the idea that full 
cooperation was required and that the company had “to meet its competition or 
go out of business.” 

Green started the survey the following week. There was outward rebellion in 
some cases, but he smoothed this over by discussing with the supervisor the 
reasons for the survey and then leaving that department alone for a few days, 
Green thought he was convincing the people who objected, so he proceeded 
with the study without comment to either Rider or Simpson about the re- 
sistance. 

About five weeks after Green started the study, he and Rider left town 
together on a business trip that kept them away from the plant for two days. On 
the night of the second day one of the second-shift supervisors telephoned 
Simpson, who happened to be working late at the office. The supervisor said 
that a group of them would like to talk to Simpson. Since many of these 
supe. /isors had known Simpson for a long time and called him by his first 
nam. he did not object and told them to “come on up." 

The group that arrived consisted of all supervisors with more than one years 
company seniority. First-shift supervisors were there, even though they had 
been off duty for three hours. As soon as the group arrived, it was apparent to 
Simpson that they were troubled about something and that this was no social 
call. All the supervisors entered his office, and one older man who had been 
supervisor for nine years, Charles Warren, acted as speaker for the group. 

"Frank," he said, "all of us here have been in this game for a good many 
years. We know more about this business than anyone else around here, and 
we don't like people standing around in our departments watching what we are 
doing. We also don’t like the idea of some young guy telling us that we should 
do this and that to improve our production and quality, This industry is 
different, and those new ideas about industrial engineering just won't work for 
us. We want you to tell that new guy, Green, that his ideas won't work for a 
company like this." Warren then paused to give Simpson a chance to answer. 
The other supervisors stood there quietly. 


-acio 7 08 n PPM NM 
1 If you were Simpson, what would you do now? What would you do later, if 
anything? What behavioral models and ideas are involved in your decisions? 
2 Should Simpson have permitted the supervisors to see him, since they now 
report directly to Rider? 
3 What kinds of changes are taking place in this case? What are the effects of 
these changes? What ideas about change will help you in dealing with this 


4 Does the learning curve for change apply in this case? Discuss. 
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1 You are Simpson. Reply to Warren and the other supervisors gathered in 
your Office. 

2 Have people play the roles of Simpson, Rider, and Green in a meeting in 
Simpson’s office to discuss this situation on the day Rider and Green return 
from their trip. 

3 Role-play the supervisory meeting in which Simpson announces to his super- 
visors the production process study. Include people in the roles of Rider and 
Green. 


CASE 


Elite Electric 
Company* 


(Ew Electric Company is a moderately small manufacturing subsidiary 
ofa large European conglomerate. The company manufactures electric 
components supplied to its parent company for sale to consumer retail outlets 
as well as commercial distribution. Sales five years ago were approximately $10 
million and grew to $35 million last year. Elite Electric Company has two 
plants, one in Pennsylvania and the other in Massachusetts. The plant in 
Pennsylvania is relatively new and can manufacture three times the amount of 
units as the Massachusetts plant. The Massachusetts plant was established in 
the early 1920s and is on a large, beautifully manicured estate. The buildings 
are quite old, and the machinery is antiquated. However, the company head- 
quarters is at the Massachusetts plant, and the company’s president is insistent 
upon keeping both plants active, (See Table I for the five-year production 
history of both plants.) 

In order to cope with the growth of the company administratively, additional 
staff were hired. However, there was no organized plan to establish systems 
and procedures for training, mechanization, etc., in anticipation of the in- 
creased work load and specialization of activities and functions that aa 
eventually arise. People who had been with the company for a long period o 
time knew their assignments and, by and large, carried the company through 
its day-to-day activities. When many of these people left suddenly during a 
personnel reduction, an information void was created because there was little 
in the way of written procedures to guide those who remained and the replace- 
ment staff who were hired, 

Another significant factor in the company’s history was employee tum 
An administrative employee organization chart shows that 40% of the peop’ 
employed as of just two years ago are no longer associated with the compy 
Of those remaining, 90% have different assignments today. Many of the losse 
in staff were in important positions, and all levels were affected. (Figures 1 as 
2 show the organization charts for the company and the Massachusetts plant, 
respectively.) 


hor and the 
"This case was prepared by Barry R. Armandi, and is used with permission of the aut 
publisher, Elsevier Science Publishing Co., Inc 
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YEAR 1 Ea YEAR 3* YEAR 4 YEAR 5 
— Qm dO NOCHES MP M 
Large integrated circuit boards (K) — 475 479 325 201 300 227 248 325 
Small integrated circuit boards (K) 600 585 480 175 250 212 321 438 
Large-capacity chips (millions) 1.2 1.1 0.7 0.5 0.6 0.7 0.6 0.9 
Small-capacity chips (millions) 1.8 2.0 0.5 1.3 0.2 2.0 0.3 2.7 
Cathode-ray tubes (K) 325 250 210 22 126 46 147 63 
Percent with defects 0.1 0.15 0.9 4.2 1.6 2.5 2.5 1.2 


*New plant begins operations. 
TABLE 1 

Five-year production 
history for Elite 
Electric Company 

(in units) 


THE MASSACHUSETTS PLANT 


The president of the company, Mr. William White, originally came from LTV, 
which is located in Dallas, Texas. From there he was recruited to be Plant 
Operations Manager in Massachusetts. When the original owners sold out to 
the European concern, Mr. White was made President. The next year, he 
opened the Pennsylvania plant. 

As president, Mr. White developed an extensive operational philosophy. 
The components of this philosophy are listed below: 


1 Make product quality and customer service a top priority 

2 Foster a human-oriented working atmosphere 

3 Maximize communication, interaction, and involvement 

4 Minimize the layers of organizational structure and control the growth of 


bureaucracy 
5 Value and respect our form of company organization 


6 Strive for excellence in our business performance 


inted president, White promoted Peter Johnson to the 
vella b- mAy: Speed Manager from his previous position of Production 
Manager. White told Johnson that he (Johnson) had a lot to learn about running 
a plant and to go easy with changes until he got his feet wet. He also indicated 
that with the projected operation of the new plant the following year, Johnson 
should expect some reduction in production demand, but White felt this would 
be temporary. Further, White emphatically reminded Johnson of the com- 
P While Mr ee was = Operations Manager, he initiated daily opera- 
tions meetings with the following people: the Purchasing Manager (Paul Bar- 
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(See Figure 2) 


C 


FIGURE 1 
Elite Electric 


Company 
organization chart 


bato); the Production Manager (Brian Campbell); the Quality Control Manager 
(Elizabeth Schultz); the Engineering Manager (David Arato); the Safety Man- 
ager (Martin Massell); the Personnel Manager (Jane Wieder); a representative 
from Customer Service (Michael St. John); and an Accounting representative 
(Harvey Jones). 

When Mr. Johnson took over, he decided to continue the daily meetings. 
One day, after discussing problems of the company at an open meeting, it was 
decided that individuals from various other line and staff areas should attend 
the daily meetings. The transcript of a typical meeting is given below. 


PETER JOHNSON O.K. everybody, it's 9:00, let's get started, You all know what the 
agenda is, so let's start with safety first. 


MARTIN MASSELL (Safety Manager) Well Peter, I have a number of things to go over: 
First, we should look into feedback from maintenance. The other day we had an 
incident where the maintenance crew was washing down the walls and water leaked 
into the electrical wiring. Nobody was told about this, and subsequently seepage 
began Friday and smoke developed. 

PETER JOHNSON O.K., we will have maintenance look into it and they will get back to 
you. What else, Marty? 

MARTIN MASSELL We found out that the operators of the fork lifts are operating them 
too fast in the plant. We are sending out a memo telling them to slow down. x 
DAVID ARATO (Engineering Manager) don't t some bumps in the 

so they can't speed over them. - gc 


yeyo uonezrueZ1o juve|d sjjosnqoessvjA 


—————————ÉÉÉÉÓÉÉ—— ILLI I omae 
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MARTIN MASSELL Well, we are looking at that. We may decide to do it, but we have to 
get some cost estimates and maintenance will have to fill us in. 

PETER JOHNSON By the way, where is the representative from Maintenance . . : 
well, I will have to contact Irving (Maintenance Manager). Anything else, Marty? 

MARTIN MASSELL Oh yeah, I forgot to tell you yesterday the entire loading dock has 
been cleaned. We shouldn't be having any more problems. By the way, Brian, make 
sure you contact Irv about the spill in the area. 

BRIAN CAMPBELL Oh, I forgot to tell you, Peter, but Irv said that we would have to 
close down machines 1 and 6 to get at the leak that is causing the oil spill. I have 
already gone ahead with that. 

PETER JOHNSON. Gee, Brian, I wish you would clear these things with me first. How 
badly will this affect our production? 

BRIAN CAMPBELL Not badly, we should be able to get away with a minimum of 
overtime this weekend. 

PETER JOHNSON Customer Service is next. Mike, how are we doing with our parent 
company? 

MICHAELST. JOHN. (Customer Service) Nothing much. We are starting to get flack for 
not taking that Japanese order, but the guys at the parent company understand. They 
may not like it, but they can deal with it. Oh, Paul, are you going to have enough 
transistors on hand to complete that order by next Tuesday? 

fg BARBATO (Purchasing Manager) Sure, Mike, I sent you a memo on that yester- 

y. 

MICHAEL ST. JOHN Sorry, but I haven't had a chance to get to my morning mail yet. I 
was too busy with some visitors from Europe. 

PETER JOHNSON Are these people being taken care of, Mike? Is there anything we 
can do to make their stay here more comfortable? 

MICHAEL ST. JOHN. No, everything is fine, 

PETER JOHNSON O.K., let's move on to Employee Relations, Jane. 

JANE WIEDER. (Personnel Manager) I would like to introduce two guests from Train- 
ing Programs, Inc. As you know, we will be embarking upon our final training 
program shortly, The grievance with Al Janow has been resolved. At the Manage- 
ment/Employee Meeting last week, an agreement was reached that a representative 
from each department would attend. As you are aware, this meeting is once a month. 
It's funny, the biggest complaint at the meeting was an extra chair for the conference 
room (laughter). The Interview Workshop memo is done, Peter, and here it is. Also, 
Peter, we have to work on a posting of dates for the Annual Family Get-Together. I 
don't know if July will work out. 

MICHAEL ST. JOHN. July does not look that good. We have a great deal of overtime 
since that Australian order is due the beginning of August. Can we push it up to June? 
HARVEY JONES. (Accounting Representative) Don't forget that in June, revised bud- 
gets are due. (The meeting continues to discuss the best date for the Annual F: 
Get-Together for another 15 minutes.) 

JANE WIEDER One more thing, please notify us of any changes in marital status 
address, etc. We have to keep our records up to date. Also, please be advised that the 
company oss can be purchased by employees. Sales will take place through a lottery 
system. 

DAVID ARATO Will we get a memo on this? 

JANE WIEDER Yes, I will have one out by the end of the week 
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PETER JOHNSON Let's move on to Quality Control. Elizabeth? 

ELIZABETH SCHULTZ (Quality Control Manager) Our number 1 and 8 mach 

been throwing out bent transistor leads. Over the weekend, Peas two merae 
be down. Irv and Brian are aware of this. We have to straighten out this problem 
before we do the order from IBM. I have also noticed that the last gold shipment had 
some other metals in it. Paul, can you check this out to see what was the problem? 


PAUL BARBATO What amount of extraneous metals was present? 

ELIZABETH SCHULTZ We didn't do complete tests of the material, but it seems 5 
ounces per 100 pounds. 

PAUL BARBATO That doesn't seem to be a significant amount. 


ELIZABETH SCHULTZ Well, it is according to our estimates, and I would like it to be 
checked out. 

PETER JOHNSON O.K., Elizabeth, Paul will look into it. Now let's turn to production. 
BRIAN CAMPBELL Last Monday we manufactured 3,000 transistors. Machines 1, 2, 
and 8 did 300, machines 2 and 4 were down, and the rest of the production was done 
by the remaining machines. On Tuesday we had to change to produce the larger 
integrated circuits that were needed by Control Data. We had two hours of down time 
to change the machines. Machines 6 and 7 did 2096 out of the total production run of 
5,000 boards. Machine 1 continued to manufacture the small transistorized chips, 
with machines 2 and 5 completing the rest of the integrated circuit board runs (at 
about this time, two people got up and walked out of the room as Brian was talking). 
Wednesday we switched back to the transistor runs on all machines. Unfortunately, 
machine 2 was down for the entire day, and machine 7 was up for preventive 
maintenance. We manufactured 2,700 transistors. Machines 4, 5, and 8 did approx- 
imately 60% of the work (a number of people started yawning). Thursday we produced 
only 1,000 transistors and had to ship part of our run to the cathode-ray tube 
production for Digital Equipment Corp. We produced 500 units for Digital. Ma- 
chines 3, 4, and 5 were used for the DEC run, and machines 1, 2, and 8 were kept on 
the transistor production. Machine 7 was down. On Friday we had half a day and in 
the morning we had a blackout and were only able to get 100 transistors and 22 
cathode-ray tubes done. 

PETERJOHNSON Brian, do you think you will be able to make up the rest of the order 
this week without much overtime? 

BRIAN CAMPBELL I don't know. I think we should talk to Harry (Harry Brown was the 


union representative). 

PETER JOHNSON That may be difficult since Harry is 
in touch with him. If I can't, let's go ahead with 
consequences. All right, let's go around the room an 
PAUL BARBATO Nothing. 

BRIAN CAMPBELL Dave, I want to talk to you about 
we can design a better ramp. 

ELIZABETH SCHULTZ Peter, can I see you afte: 
matter? 


DAVID ARATO Nothing. ‘ 
MARTIN MASSELL I just wanted to let everyone know that we had a problem in one of 
the machine wells. It appears that while they were pouring some concrete around the 
well, some slipped in and it took us a couple of days to get it cleaned up. 

see me on Mary Bernstein's problem. 


on vacation, but I will try to get 
it anyway and we will take the 
d see what anybody has to say. 


the machine changeover and also if 


r the meeting to discuss a personal 


JANE WIEDER Paul, 
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MICHAEL ST, JOHN Just wanted to let you know we may be getting a very big order 
from Grumman. 


HARVEY JONES The following people have not reported their exempt status to payroll 
(he lists about 12 individuals), Remember this was from Jane’s memo about three 
weeks ago. 

PETER JOHNSON Brian, I want to take a tour with a couple of people from the 
university next week. I will call you and set something up. O.K.? Good meeting. See 
you tomorrow, same time, same place. 


- 


1 Comment on Mr. White's operational philosophy, from the standpoint of: 
a The motivational impact of the six goals 
b The overall type of organizational culture that probably exists there 

2 Assess the nature and quality of the communications that took place in the 
meeting conducted by Mr. Johnson, indicating what strengths and weak- 
nesses were illustrated there. Does anyone exhibit assertive communication? 
What transactional analysis ego states are apparent? 

3 Examine some of the group dynamics present in Mr. Johnson's meeting. 
What task and social leadership roles were used by participants? How could 
the meeting have been improved? 

4 Why do you think that Mr. Johnson concluded that it was a "good meeting"? 
Do you agree? Explain. 


CASE 


Ee S 
The Patterson 


Operation* 


BACKGROUND 


arrington, Inc. is an international company engaged in the production 

and distribution of pharmaceuticals, proprietary drugs, and cosmetics 
and toiletries. In its worldwide operations, Carrington employs over 15,000 
people and has sales of over $500 million annually. 

At the Mid-South plant of Carrington, Inc. management was faced with 
problems of low productivity, low employee morale, and high unit costs in the 
section responsible for the assembly of various kinds of packages containing 
assortments of different products made by the company. These "prepaks" or 
"deals," as they are referred to within the organization, are specifically pre- 
pared to the specifications of the individual customer. Each package may 
contain from 24 to 480 items, and the total number of packages for a customer 
may range from 10 to 1500 units. Most of these packages are prepared in such a 
way that the retailer can set them up as freestanding, point-of-sale promotional 
displays. From Carrington’s standpoint, the objective of using these product 
displays was to create additional shelf space for Carrington's products. In the 
stores these displays could be placed in aisles or used as shelf extenders. 
Assembling the deals is essentially a job-shop type process, and prior to last 
year the “assembly room” was located in a part of the main plant known as 
Section 10. 

The employees in Carrington’s manufacturing and assembly operations are 
unionized and the firm uses a Halsey 50-50 Incentive Plan, a time-saved bonus 
plan. Under the Halsey Plan, ifa worker can do his job in less than the standard 
time, he receives a bonus of 50 percent of the hourly wage rate multiplied by 
the time saved. For example, an employee who completed 10 standard hours of 
work in 8 hours would be paid for 8 hours plus 1 of the 2 hours saved. Thus, if 
the hourly pay rate were $8.50, the worker would earn $76.50 for the day. 


PROBLEMS WITH SECTION 10 


ection 10 utilized roller-type conveyor belts which 


Th bly of prepaks in S: 
— be included in a particular package. 


supplied each worker with the products to 


"This case was prepared by James M. Todd and Thomas R. Miller, and is used with permission of 
the authors and the publisher, Journal of Case Studies. 
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The working conditions were outstanding in that the work area was very clean, 
well-lighted, and air conditioned. An attractive cafeteria for employee use was 
available in the same large building. 

In spite of good working conditions and the chance to earn extra pay through 
the company's incentive system, the operation in Section 10 had encountereda 
marked trend of increases in unit costs and decreases in output per labor hour, 
In fact, during the last three years cost figures revealed that the section was 
below the break-even point. Contributing to this deteriorating situation was 
low productivity and failure of employees to meet the work standard. This 
latter problem was made particularly evident by the fact that no employees 
were able to earn a bonus under the incentive plan. 

Discipline in Section 10 was poor and supervisors were constantly having 
problems. A number of grievances had been generated. Morale was not helped 
by the fact that any employee quite often found himself being moved from one 
assembly line to another. This tended to increase production costs because the 
employees had little chance of moving down a particular learning curve before 
being moved to another operation. Another factor indicative of low morale was 
the employees' attitudes. There was no spirit of mutual cooperation and the 
attitude of "that's not my job" was prevalent. 

All in all, working in Section 10 was considered an unpopular work assign- 
ment. The work required manual labor and was perceived as relatively 
work compared to the automated lines in the other work areas. Also, word 
spread that no one could “make bonus” working there. Eventually, through the 
bidding system used by the organization, the work force in Section 10 came to 
consist, in large part, of young inexperienced employees, problem workers, 
and malcontents. As one manager described the situation, “Section 10 had the 
pits of the work force.” 


A NEW OPERATION 


Early last year management at Carrington was confronted with a severe space 
problem for its expanding manufacturing and assembly operations. Sev 
alternatives were considered, but none seemed to offer a solution to the space 
problem that was economically feasible. In a sense of near desperation, & 
brainstorming session of managers led to a decision to move a large part of 
assembly of the deals to a facility already leased by the company, presently 
used as a warehouse. This facility was located on Patterson Stréet and for this 
reason the new deal room became known in the company as the "Patterson 
Operation." 

The new facility fell far short of providing work space and conditions com- 
parable to those in Section 10. The building was located in an entirely $ 
area approximately 3 miles from the main plant in a neighborhood of run-down, 
low-income housing and other warehouse operations. 


CASE 5 The Patterson Operation 


The building housing the Patterson operation had been thought to be accept- 
able only for warehouse use. It was an older brick structure with a number of 
large open bays for shipping and receiving. The building was dark, poorly 
ventilated, not air conditioned, and inadequately heated. It was poorly suited 
for use by workers involved in assembly operations. Temperatures averaged 
approximately 50 degrees during the winter months and well over 90 degrees 
in the summer. There was no cafeteria or food service, and employees either 
brought their own lunch or went to a small neighborhood grocery in the vicinity 
and bought food. Other worker facilities such as restrooms and break areas 
were poor. In summary, working conditions contrasted sharply with Section 10 
and its clean, air-conditioned, well-heated facilities in a good neighborhood and 
with a first-class company cafeteria available. 

Despite these tremendous obstacles and seemingly against their best judg- 
ment, management, pressed for manufacturing space, had decided on the 
move to the Patterson warehouse. Little money was spent on modifications of 
the Patterson facility. 


RESULTS OF THE MOVE 


Moving to Patterson involved the transfer of approximately 40 employees from 
the main plant, most of whom were blacks with low seniority. Under the new 
structure, all of these workers were managed by Fred Hammond, a black first- 
line supervisor. 

As foreman, Fred made some drastic changes in the assembly operation. He 
set up the assembly line so that individual workers could work on the same job 
until that particular order was completed. The situation was entirely different 
from Section 10 where an employee could work on as many as three different 
assemblies during a day's time. Of course, the repetition of working on the 
same line enabled workers to develop speed, which facilitated their earning 
bonuses. 

The new foreman introduced some other innovations. He allowed employees 
the opportunity to influence decisions concerning their work hours and the 
times of their rest breaks. While at the main plant the playing of radios in a 
production area was not permitted, at Patterson it gradually became acceptable 
to have radios tuned to "disco" or "soul" music, usually playing at a high 
volume level. Other "non-standard" conditions existed at Patterson. Unlike 
Section 10, employees did not have to observe dress codes, wear bonnets, or 
refrain from wearing jewelry on the job. Because of the rather remote location 
of Patterson off the main plant site, managers or supervisors from the plant 
visited the new facility rather infrequently. Where violations of certain com- 
pany policies existed, a somewhat liberal attitude was taken by management. 

In order to have some place to eat or to take a break the employees got 
together and furnished a small room with enough tables and chairs to modestly 
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equip a rather austere dining and rest break area. Eventually this room was air 
conditioned. At the time the case was written the employees were attempting 
to get the company to furnish some paint so that they could repaint the room. 

With these and other changes a shift in worker attitudes began to evolve. 
Employees came to view Patterson as their own "company." A feeling of 
mutual cooperation became prevalent as evidenced by the willingness of indi- 
vidual workers to assist others when possible. An esprit de corps developed 
among the Patterson workers. Productivity increased to such an extent that 
employees were receiving bonuses which had very seldom been the case in the 
old location. The jobs at Patterson became more popular and the composition of 
the work force there gradually changed from one of inexperienced and dissatis- 
fied workers to one in which older and better qualified people (black and white) 
began to actively bid for the jobs. Since the Patterson operation was opened, 
there has been only one grievance filed and during the first year of operation 
there was a 32.896 increase in productivity over Section 10. 

Since the inception of the Patterson operation, Fred Hammond, the first-line 
supervisor initially in charge, has been promoted and was replaced by May 
Allison, who has continued to run the operation in the same manner as 
Hammond. To an outside observer it is rather amusing to watch this young 
lady, who stands less than five feet tall and weighs approximately 100 pounds, 
in her supervisory relationship with the work force, particularly the burly male 
employees and the older women workers. It is apparent that she has been able 
to earn the respect and admiration of the employees and has developed 
effective work relationships with them. Recent data indicates higher productiv- 
ity and more bonuses at Patterson than in comparable work in the main plant. 
May is well-liked personally as evidenced by employee contributions of about 
$75.00 for her birthday gift. 

May has continued to get the employees to participate in decision making a, 
for example, the decision to change work hours at Patterson during the summer 
months from 5:30 A.M. to 2:00 p.m. rather than 7:30 a.m. to 4:00 p.m. in the 
other plant areas. This was initiated because of the nearly unbearable heat of 
the late afternoon in the warehouse. This change in work schedule, in actuality, 
was not in accordance with company policy, but has been tolerated by manage 
ment. The workers at Patterson really preferred an even earlier work day, but 
this was not feasible due to coordination problems in receiving goods from the 
main plant. 

Another interesting development at Patterson is the formation of their own 
softball team called the “Patterson Warriors." At the time of this writing, the 
team was in second place in a city-wide tournament. Normally, the company 
will field a team composed of players from all units instead of from 2 
particular section. Again, Patterson employees did this independently withou 
reference to overall company personnel policy. 

Work records at the Patterson operation concerning absentecism, tardiness, 
and turnover are not better than in the main plant. In a few cases they 9 
slightly worse, although this difference is not considered to be significant kc 
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management. However, the very low grievance rate, the high level of worker 
morale, and the better productivity at Patterson are pleasant surprises to 
management. 

The activities of the Patterson operation are fairly well-known among the 
managers at the Mid-South plant of Carrington. Management reactions range 
from positive to negative with some managers ambivalent about Patterson. All, 
however, seem to agree that it is, at least, interesting. 


key 


1 Is the Patterson operation successful? To the degree that it can be judged a 
success, what factors contributed to it? 

2 Identify the leadership styles of Fred Hammond and May Allison. Apply 
several of the leadership models to the case, such as Fiedler's contingency 
model and the Hersey-Blanchard situational model. What do they imply? 

3 Comment on the informal organization at Patterson. In what ways did the 
employees create their own “company”? 

4 Review Herzberg's maintenance and motivational factors. Why didn't the 
change in physical working conditions (a deterioration of a maintenance 
factor) have a negative effect on productivity? What did cause the workers to 


be productive? 


CASE 


TRW—Oilwell 
Cable Division* 


wm July 5, and Bill Russell had been expecting the phone call naming 


him general manager he had just received from the corporate office of 
TRW in Cleveland. Bill had been the acting general manager of the Oilwell 
Cable Division in Lawrence, Kansas, since January when Gino Strippoli left 
the division for another assignment. He had expected to be named general 
manager, but the second part of the call informing him that he must lay off 20 
people or achieve an equivalent reduction in labor costs was greatly disturbing 
to him. It was now 8:00 A.M. and at 8:15 A.M. Bill had called a meeting of all 
plant personnel to announce his appointment and, now, to also announce the 
impending layoffs. He was wondering in his own mind how to handle the tough 
decisions that lay before him. 


TRW 


TRW is a diversified, multinational manufacturing firm that has sales approach- 
ing $5.5 billion. Its roots can be found in the Cleveland Cap Screw Company; 
which was founded in 1901 with a total investment of $2,500 and employment 
of 29. Today, through a growth strategy of acquisition and diversification, the 
company employs 88,000 employees at over 300 locations in 17 countries. The 
original shareholders' investment has grown to over $1.6 billion. As quot 
from a company publication, "This growth reflects the company's ability to 
anticipate promising new fields and to pioneer in their development—auto 
motive, industrial, aircraft, aerospace, systems, electronics, and energy. W° 
grew with these markets and helped create them." 


OILWELL CABLE DIVISION, 
LAWRENCE, KANSAS 


The Oilwell Cable Division is part of the Industrial and Energy Segment d 
TRW. This segment of TRW's business represents 24% of its sales and 23% 


is 
"This case was prepared by Michael G. Kolchin, Thomas J. Hyclak, and Sheree Deming, 1 
used with permission of the authors and the publisher, Elsevier Science Publishing Co-. 19^ 


587 


CASE 6 TRW-Oilwell Cable Divisi 


its operating profits. The pumps, valves, and energy-services group, of which 
the Oilwell Cable Division is a part, account for 3096 of the Industrial and 
Energy Segment's net sales. 

The Oilwell Cable Division had its beginning as the Crescent Wire and 
Cable Company of Trenton, New Jersey. When TRW acquired Crescent, the 
company was losing money, occupied an outmoded plant, and had significant 
labor problems. In order to improve the profitability of the Crescent division, 
TRW decided to move its operations out of Trenton. The first decision was to 
move oilwell cable production to Lawrence, Kansas, about ten years ago. The 
line was moved into a new building and all new equipment was purchased. 
Only Gino Strippoli, the plant manager, and three other employees made the 
move from Trenton to Lawrence. 

The reason for choosing Lawrence as the new site for Crescent division was 
fourfold. Most importantly, Lawrence was considerably closer to the customer 
base of the division, which was in Northeast Oklahoma. Second, Kansas was a 
right-to-work state and, given the labor problems of the Trenton plant, TRW 
was looking for a more supportive labor environment for its new operations. 
Third, the wage rates for the Lawrence area were very reasonable compared to 
Trenton. Finally, there was an already existing building that could house the 
oilwell cable production line in an industrial park in North Lawrence. In 
addition to the building, there was considerable acreage next to the building 
that would allow for future expansion. 

By just moving the oilwell cable line to Lawrence, TRW hoped to be able to 
focus in on this product and make it more profitable before moving the other 
products from the Crescent plant in Trenton. Soon thereafter, when the 
Oilwell Cable plant had reached division status, no further consideration was 
given to moving the rest of the Trenton plant. The remaining operations in 


Trenton were sold. 


Team management at Lawrence 


When Gino Strippoli was given the task of starting up operations in Lawrence, 


he saw a great opportunity to establish a new management system. With a new 
a d almost all new employees, the time seemed perfect 


t. Gino had long been a supporter of team 


management, and now a golden opportunity was being presented to him to set 


up an experiment to test his ideas. 
Team management is a form of worker participation whereby team members 


are responsible for task-related decisions concerning their areas of responsibil- 
My. Teams are formed along functional lines. In the case of the TRW-Lawrence 
plant, 11 teams exist ranging in membership from 4 to 17. The title of the teams 
and brief descriptions of their make-up are shown in Table 1. Figure 1 depicts 


organization of the Oilwell Cable Division. 
prier = teams are formed around the production process in use 
at TRW-Lawrence. Each of the teams meets on a weekly basis or as needed 


FIGURE 1 
Organizational 
structure at the 
Oilwell Cable 
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—————— M MÀ Á——À— 


with exception of the resource team, which meets every two weeks. The typical 
meeting lasts an hour and a half to two hours. There is no formal structure for 
the team meeting, but most meetings adhere to an agenda similar to the one 


described below: 


NUMBER OF TEAMS 


n e m om ox 


1 Scheduling labor hours and overtime 


2 Round-robin discussion/reporting from various plant committees (e.g. 


safety, gainsharing, etc.) 


3 Area manager's comments regarding scrap, labor efficiency, and any new 


information since the last meeting 


COMPOSITION 
Members of management 


Management information systems, 
design engineering, process 
engineering, employment, 
accounting, chemists, etc. 


Nonexempt laboratory personnel 


Boiler, electrical, mechanical 


Extruding, armoring, braiding 


Maintenance Purchasing Laboratory Quality 


Production 


(3 area managers) 


a a 


Employment 
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FIGURE 2 
Relationships 
between the various 
levels in the team 
management concept 
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* Resources 
e Goals and objectives 


* Facilitators 
-1-2teams each 
-keep teams updated 
* Doexercise some control 
* Observeat team meetings 
* Give some consistency 


* Decisions 
- hiring/firing 
- discipline/grievances 
- Schedule hours 
- vacations 
- quality 


- maintenance 
* Meet weekly or as needed 


* Representation from 
all teams 
* Make decisions that affect 
entire plant 
* Examples 
- safety 
- gainsharing 
- flexible benefits 


———— eH ————— ——— 


Other decisions made by the team are listed in Figure 2, which illustrates the 
roles of the various levels of management at the Oilwell Cable Division. Figure 
2 also shows the relationships between levels. For instance, management has 
the responsibility for setting overall divisional goals and objectives and provid- 
ing the resources necessary to the teams in order to attain these targets. 

The role of the area managers is that of an intermediary. They are present at 
most team meetings to act as facilitators and to provide the teams with informa- 
tion necessary to carry out their scheduling functions. In addition, the area 
managers fill a coordination function by meeting twice a week to discuss mutual 
problems and to discuss other items that should be presented at the weekly 
team meetings. 

As can be seen in Figure 2, the teams are filling managerial roles, and the 
decisions they make are more typi of those made by supervisory levels in 
more traditional plants. In essence, they, the team members, are given control 
over their work areas. 
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For decisions that affect the entire plant, a task force or a division-wide 
committee is established that includes representatives from all of the teams. 
Examples of some of these division-wide committees include safety, gainshar- 
ing, and benefits. 


Results from team management 


After some initial start-up problems with the team management concept, the 
experiment started by Gino Strippoli seems to be a success. In an article in 
Fortune (Burck, 1981) titled, “What Happens When Workers Manage Them- 
selves,” Gino is quoted as saying: “In the beginning we considered it (team 
management) an experiment, but somewhere along the way we said, “This is no 
longer an experiment; this is how we operate.” 

The success of the experiment not only was written up in Fortune but also 
was the subject of several case studies. But this success was not achieved easily. 
In the beginning, there was a good deal of mistrust among employees regarding 
management's motives. Also, when first starting up the Lawrence facility, there 
was only one union employee brought from Trenton. The rest of the people 
hired had little experience with the production process involved in making wire 
cable. As a result, there was a lot of frustration with a high level of turnover. 
The turnover rate of 12% in the first two years of operations compared to à 
national average of 3.8% at this time (U.S. Department of Labor, p. 180). 

But Gino was not to be deterred from seeing his experiment succeed. He 
realized that he was concentrating too heavily on team involvement concepts 
and not paying enough attention to technical concerns. A compensation scheme 
was developed that encouraged employees to master the various pieces 0 
equipment in the plant. This action seemed to have the desired effect, for the 
division became profitable for the first time two years after his arrival. 

By that time, employment had dropped from a high of 132 to what seemed to 
be a more optimal level of 125. Turnover dropped from in excess of 12% to à 
range of 2-496, which was more in line with the national average for manufac- 
turing firms. More impressive was the absentee rate, which hovered in the 
range of 2.5-3% for several years. The national average during this perfod was 
closer to 6.5% (U.S. Department of Labor, p. 136). Productivity was improving 
steadily as well. The Oilwell Cable Division now enjoyed the highest produc 
tivity of any plant in the oilwell cable industry. 

It was not only the objective data that indicated that team management kun 
succeeding but comments from employees at the Oilwell Cable Division 
seemed to confirm this as well. By and large, all employees rated TRW- 
Lawrence as a good company and preferred the team management concept t0 
more traditional methods of management. 

Some sample comments from the various levels of "management" verify 
conclusion. 


this 
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Team Members 


*...an excellent place to work." 
"Team management gives employees a good deal of responsibility." 
"Now at least we have some control over scheduling." 


"The company gains as much as the employee because of the flexibility. Now 
there is little idle time." 


"Team management gives the employee a feeling of equality." 
"System allows for the maximum contribution of each member of the team." 


Area Managers 
"The plant is not a Utopia but I do feel better at the end of the day." 


“Decision making is more difficult but team management results in easier 
implementation and better understanding by team members." 


Management 


“System allows for crossing over lines of responsibility. There is not the turf 
issue that exists in traditionally structured plants." 


"Team management concept has resulted in an excellent labor climate. 
TRW-Lawrence is a good place to work and the workers here are receptive 


to change." 
"The major benefit of the team management concept is flexibility while 
maintaining goal orientation." 


This last statement is one of the real keys to team management—flexibility. 
Under such a management system idle time is greatly reduced, as is the 
involvement of the plant manager in day-to-day operating problems. As noted 
by Strippoli, “I really feel for the first time that I am managing rather than 
putting out fires. The teams are putting out the fires way down in the organiza- 
tion” (Burck, p. 69). 

From the worker's point of view, the major benefit of team management is 
their ability to control their job. This control has resulted in a high level of 
commitment by the employees, as evidenced by the numerous suggestions 
made by the teams that have resulted in significant improvement in quality and 
epee: the team management concept is not without its difficulties. As 


noted earlier, there are numerous problems with start-up. It takes awhile for 


ici i d to accept the responsi- 
cipants to become comfortable with the system an 

bility of managing themselves. In this case, it took a period of two years. 
However, after the settling-in period, productivity improved dramatically and 
has been maintained at that level. This achievement is illustrated in Figure 3. 


FIGURE 3 
Productivity at 
TRW-Lawrence 


Year 1 — 100 


Productivity Index 


1 2 3 4 5 6* 
Years 


*Represents first six months only 


In addition to start-up problems, the people who filled middle-managemvnt 
positions had great difficulty in adjusting to their new roles as facilitators às 
opposed to being bosses in the traditional sense. This is an area that is often 
overlooked in implementing participation schemes in factories. In the case of 
the Oilwell Cable Division, this inability to adapt to a new system resulted in 
four area managers leaving their positions. Plant management tried to deal with 
this problem by providing facilitator training for area managers. Although the 
current area managers still express some frustration at not being able to simply 
"tell" workers what to do, they do feel the team management concept is a mu 
more effective system than traditional supervisory systems, and they would not 
want to go back to a traditional system. 

All in all, Gino was very pleased with the experiment. After five years, he left 
the Lawrence facility for another assignment and Bill Russell, who had been 
Gino’s operations manager, replaced him as the acting general manager. 


THE OILWELL CABLE DIVISION’S MARKET 


The basic product produced by the Oilwell Cable Division is wire that provides 
power to submersible pumps used in oil drilling. As a result, the demand for its 
product is directly dependent on the demand for submersible pumps, à de 
mand that is a function of the price of crude oil. As the price of oil increases, 
demand for pumps increases as it becomes economically feasible to drill deepet 
wells. 
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Drilling deeper wells also produces a need for cables that are able to 
withstand the harsher environments found in such wells. For example, these 
wells often require the use of lead jackets to protect the cables from the 
corrosive effects of hydrogen sulfide. 

With the Iranian oil crisis and the resultant increase in oil prices, cable 
producers were able to sell almost all they were able to produce. Prices were 
determined on the basis of quality and delivery. Now, however, with the 
advent of an oil glut, demand for submersible pumps had dropped and the 
competitive factors in the market were determined more on the basis of price. 

In all, TRW had ten competitors in the cable market. TRW was the market 
leader with a significant share of the market but it was now facing strong 
competition from both domestic and foreign producers. 

Location was also a competitive factor that foreign competitors enjoyed, 
especially with regard to oil and gas drilling in Southeast Asia and the Middle 
East. As the production of cable was basically a semicontinuous process, 
economies of scale were important. With this in mind, it was infeasible to build 
smaller plants nearer to a customer base that was widely dispersed. As noted 
earlier, one of the reasons for moving to Lawrence was so that TRW could be 
closer to its primary customers in Oklahoma. 

By the end of June the market for cable had declined dramatically. As Bill 
Russell reviewed the quarterly financial data and he observed the idle equip- 
ment and employees in the plant, he knew he had to do something soon if he 
were to maintain market share and profitability. 


THE LAYOFF DECISION 


meet with all personnel at the Lawrence facility, he 


As Bill Russell prepared to 
wondered how he would handle the process of laying off 1696 of the current 


workforce of 125. Two things particularly troubled him. First, his predecessor, 
Gino Strippoli, had implied to the employees that there would never be a layoff 
at the Oilwell Cable Division. Second, and perhaps more importantly, he had 
to decide whether the decision as to how to reduce labor costs was a decision he 
should make alone or one that the teams should undertake as their responsibil- 
ity 


It was now 8:15 A.M. and Bill headed out to meet his employees. 


Burck, Charles G. (1981) “What happens when workers manage themselves,” Fortune, 


vie Salt of Labor (1983) Handbook of Labor Statistics, Washington, D.C.: 


Bureau of Labor Statistics. 
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1 Evaluate team management at TRW’s Lawrence plant. What organizational 
behavior system is it most similar to? Does it reflect Theory X or Theory Y 
assumptions? 

2 Examine the results from team management at Lawrence. Do they support a 
“satisfaction causes productivity” or a “productivity causes satisfaction” rela- 
tionship? Explain. 

3 Assume the role of Bill Russell at the end of the case. Prepare to make your 
announcement regarding the layoff to the Cable Division’s employees. What 
do you expect their reactions will be, and how will you respond to them? 

4 Can participative and team management approaches work equally well dur- 
ing times of organizational crisis as well as during normal times? Explain. 


CASE 


United Mutual 
Insurance Company 


Take United Mutual Insurance Company was organized in 1939 by Paul 
and James Taylor. Since its organization, these two men have main- 
tained active personal direction of the company. The company is located in 
Kansas City, Missouri, and writes all forms of automobile and general casualty 
insurance. At the present time United Mutual is represented by more than 
2000 agents located in Wisconsin, Illinois, Iowa, Missouri, Kentucky, and 
Colorado, and it has thirty-two field managers and eighty claims adjusters 
working out of forty-seven offices. The company has grown steadily since it was 
founded. 

The home office of United Mutual has about 425 employees. Annual labor 
turnover is 25 to 30 percent, and it has been difficult to replace this turnover 
because of a mild labor shortage in Kansas City the past few years. Of the 425 


people in the home office, about 100 are supervisory employees. The term 
sors” in this company refers to those who 


people who direct the work of others and also some techi 


people such as lawyers and underwriters. An organizational chart of the people 


primarily involved in this case is shown in Figure 1. 
This case began about five years ago. At that time the company allowed one 
coffee break of fifteen minutes in the morning and a similar break in the 
afternoon. Employees went to the cafeteria for their break. At this time both 
Gorman and Townsend had some responsibility for the coffee break. Gorman 
had general responsibility for control of the break, because he was in charge of 
general operations in the home office. Townsend had responsibility for the 
cafeteria and payroll. He also acted unofficially as personnel director. 
Gradually many of the supervisory employees started taking advantage of the 
coffee break and overstaying their time in the cafeteria. When the nonsuper- 
visory employees saw what was happening, they also started to take longer 


coffee breaks than were authorized. Before many months had passed, most all 
the employees were taking longer breaks than were allotted. When Townsend 
i ployees as to why they 


during coffee breaks when they knew that only fifteen 


ing business 
having a meeting, so we actually 


spent so much time 
minutes were authorized, e stant 
problems of United Mutual" or "We were 


were working." 


FIGURE 1 

Current 
organizational chart 
showing top 
positions in United 
Mutual Insurance 


Company 
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———————— 


It is probable that many overstayed coffee breaks actually were informal 
business meetings, because most of the supervisors were either underwriters, 
claim adjusters, or operations supervisors, and daily meetings of some of these 
people were common to discuss their business problems. There was, of course 
no way to prove which discussions were social and which were inform 
business meetings. 

One thing seemed sure. It was almost impossible to get nonsupervisory 
employees to believe that supervisors actually were working during c9 
hour; therefore Gorman told the supervisors that they had to keep within their 
fifteen minutes in order to set an example for the rest of the employees: 
failed to heed his word, and the coffee break continued to be violated. To add? 
the complication, too many employees were coming to the cafeteria at the 
time, which resulted in much congestion and waiting for coffee 
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In an effort to keep the coffee break limited to fifteen minutes, Townsend 
started staying in the cafeteria during the complete coffee hour, and watching 
for offenders who stayed over the time limit. He, in turn, reported the 
offenders to department heads, who were supposed to take the action necessary 
to ensure that their employees obeyed the coffee-period time limit. For the 
next few months their employees observed the fifteen-minute coffee period 
very closely with few exceptions. Then the department heads again became lax, 
and nonsupervisory as well as supervisory employees began exceeding the time 
limit on coffee periods. 

Again Gorman and Townsend went into consultation, and this time they 

came up with the idea of installing bells in the cafeteria. The bells were 
installed and were adjusted to ring every ten minutes. Considering that it 
took a few minutes for employees to go from their offices to the cafeteria, 
Gorman and Townsend felt that ten minutes in the cafeteria was the maximum 
time that could be allowed in order to stay within the limits of the fifteen- 
minute coffee period. Schedules were set up by the department heads so that 
the employees were supposed to arrive at the cafeteria when the bells rang and 
they would stay until the bells rang again, at which time they were supposed to 
leave. 
Townsend noted that the bells did keep some employees in the cafeteria for 
only ten minutes, but it was very difficult to synchronize the various groups. 
People were drifting into and out of the cafeteria all the time and not according 
to the schedule for which the bells were adjusted. Also, when one group was 
leaving the cafeteria, another group was scheduled to enter, which added to the 
congestion. The general opinion among some employees was that the bells 
made them feel "like they were in prison cells" and could not get out until the 
bells rang. Others thought the bells very irritating and said it was impossible to 
enjoy the coffee period. It was soon evident that the bells were not solving the 
coffee-period problem, but since no better solution was offered, the bells 
remained, and employees continued to complain about them. ; 

Three years ago top management realized that United Mutual was expanding 
to the extent that there was definite need for a personnel director to handle the 
coffee-break problem as well as the increasing number of other personnel 
problems existing within the home office. Therefore, in July of that year John 
Shaw was hired as personnel director of United Mutual. Shaw had sixteen 
years’ experience in personnel work and was highly regarded in local personnel 


personnel proble 
break. Shaw soon found out for himself that emp 
ee en vil aes was given to Shaw 
done to remedy the situation, an is proble D 

lem rapidl and directly. In his own words, "I made 
—— D 4 ent heads concerning the coffee break and 


periodic checks with all the departm 
found e what their reactions were. I told the department heads to keep check 
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on their employees and to try to keep the coffee break confined within the 
fifteen-minute period." 

Shaw soon found that the bells were ineffective and unpopular. He had them 
removed from the cafeteria. A few executives approached Shaw and suggested 
that the coffee periods be discontinued. He countered with the following 
argument: "The labor shortage in our city is critical at the present time. We 
have twenty-five vacancies within the company, and yet you want me to 
discontinue a practice that other employers have and, as a result, perhaps lose 
more employees." 

In December of Shaw's first year top management asked him to justify his 
stand that the coffee break was necessary and, if he could justify it, to provide a 
remedy to the problem. Shaw gave the following reasons why the coffee 
periods should be continued: 


1 A coffee break helps new employees make friends with people in their own 
and other departments. United Mutual has a 25 to 30 percent labor turnover 
each year, so several new employees are coming to the company every week. 
2 By having a coffee break, there is a cross-pollination of ideas, and this 
prevents stratification and cliques. 

3 A coffee break will give renewed vigor to the employees, and this will result 
in greater productivity. 

4 The nature of detailed work and mental activity is so confining that people 
need a break from their routines. 


After much deliberation and consultation, Shaw prepared a solution for the 
coffee-break problem and submitted it to top executives. They approved it, 
including his proposal that coffee be furnished free to employees. Free coffee 
was first given on March 23 by means of a routine announcement in the 
cafeteria. The remainder of Shaw's proposal was put into effect by a memoran- 
dum issued on March 31 by Shaw to all home office employees of United 
Mutual, as shown in Figure 2. 

The memorandum was well received by most of the employees. The work- 
week was cut from thirty-nine hours, thirty-five minutes, to thirty-eight hours, 
forty-five minutes. Shaw believed that everything would have turned out all 
right if United Mutual had not been remodeling and adding to its building a 
that time (see Figure 3). 

As can be seen from the diagram, this construction meant that all employees 
from the North Building had to walk outside and around the center building in 
order to get to the cafeteria for the coffee period. Employees on the third floor 
took as long as six to seven minutes to reach the cafeteria, which caused their 
break to extend beyond the fifteen-minute limitation. In the next few months, 
department heads became slack in enforcing the memorandum issued by Shaw. 
and employees again started taking more time than was allotted to them. 

Most department heads had their departments split into two sections. One 
section was to go for their coffee, and the other section was to wait until the firs 


FIGURE 2 
Memorandum to 
employees 


FIGURE 3 
United Mutual 
building during 
remodeling 
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UNITED MUTUAL INSURANCE COMPANY 
MEMORANDUM 


Subject Changes in Working, Lunch, and Rest Period Schedules 
To All Home Office Department Heads and Employees 
From Personnel 


Effective April 4, the working schedule of the office will be as follows: 


8:00 A.M. to 12:00 noon. 
Forty-minute lunch periods will be scheduled at five regular intervals. 
Fifteen-minute morning rest periods will be scheduled at five regular intervals. 


The working day will end at 4:25 P.m. 


This new working schedule reduces the workday by ten minutes and makes an overall 
workweek of 38.75 hours. We feel sure that employees will welcome this change since it will 
help to avoid further the evening traffic congestion and facilitate bus connections. 

The morning rest periods will be scheduled from 9:30 A.M. through 10:25 Am. Departments 
will be scheduled at ten-minute intervals. Fifteen minutes will be allowed for each employee, 
which includes travel time to and from the cafeteria. It is important that employees adhere to 
the schedules listed below since the principal reason for scheduling is to eliminate 
contusion and congestion and to improve service in the cafeteria. It will be the responsibility 
of department heads to make certain that employees follow the assigned schedules. 
Following is the morning rest period schedule for all departments. 


[The schedule is omitted.] 
Where stand-by telephone service is required, department heads will exercise discretion 
rest and lunch periods. 


in keeping their operation staffed during the morning ; 
With the reduction of the workweek by fifty minutes, we feel that the afternoon rest period 
is unnecessary. The cafeteria will be closed after the last lunch group has been served. 


3/31/— 
JDS:RG 


Floors 
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section returned. The only trouble was that the second section was not waiting 
for the first section to return before they left. The result was mass confusion in 
the cafeteria. Groups did not come on the regular schedule, and when they did 
come, they stayed over fifteen minutes. Shaw conferred with all the depart- 
ment heads and told them if the practice of long coffee breaks continued in the 
future, there was a strong possibility of not having any coffee breaks at all. 

One department head realized the seriousness of the problem and issued a 
memorandum to all his employees explaining why time limits must be ob- 
served by everyone. Gorman liked the memorandum and had Shaw send 
copies to all supervisors. 

Early last year United Mutual's management decided that an opinion survey 
might help solve some of the personnel problems encountered by the com- 
pany. In this survey approximately sixty employees complained about the 
coffee period. Many of them didn't drink coffee and wanted to know why coffee 
was free while the rest of the liquid refreshments were not. There were some 
complaints about not having an afternoon coffee break in addition to the 
morning break. Shaw conferred with Gorman, and they decided to offer free 
tea and cocoa as well as free coffee to employees, but the practice of only one 
coffee break each day was continued. Shaw informed all department heads that 
the coffee break was still only fifteen minutes and in the morning only, but that 
cocoa and tea were free to employees beginning June 1. He also mentioned that 
this free coffee, tea, and cocoa would cost United Mutual $400 a month, and in 
order for this coffee break to be continued, employees would have to restrict 
their coffee break to the time mentioned in the memorandum, which was 
fifteen minutes. 

In October of last year the building was finished and employees could walk 
through the building again to get to the cafeteria. A new middle section had 
been added to the building, and there was considerably more space for al 
employees. 

The coffee break in the morning continued, and employees seemed to like 
the free coffee, tea, and cocoa. In fact, they liked it so much that most of them 
started taking second cups and overstaying their allotted fifteen minutes. In an 
effort to remind employees that the coffee period was still only fifteen minutes. 
Shaw had table napkins printed showing a friendly clock tapping two employ- 
ees on their shoulders and reminding them, “Coffee break is fifteen minutes: 

The printed napkins were removed from the tables once or twice a week 9? 
that employees would not get a “routine feeling" about them and would know 
that they were there for a purpose. The napkins served a very useful purpose 
as many of the employees did limit their coffee break to fifteen minutes, bU! 
there still were several (mostly supervisory employees) who continued t0 
disregard the time limit on the coffee period. 

Recently the case interviewer began a study of the coffee problem at Unite 
Mutual. On his first random visit to the coffee period he made the following 
observations: 
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1 Although the coffee break wasn't scheduled to start until 9:30, approximately 
thirty-five persons were in the cafeteria prior to that time. 

2 At 9:35 a.m. there were approximately two hundred employees in the 
cafeteria when there should have been only seventy-five to one hundred. There 
was much congestion, and when the 9:45 group came to get coffee, there 
weren't enough clean cups due to the overflow at 9:30. 

3 At 9:45 when the first group of employees was supposed to leave the 
cafeteria, approximately 25 percent remained. 

4 On the basis of spot checks, it appeared that about 90 percent of the clerical 
employees obeyed the fifteen-minute coffee-break rule and the other 10 per- 
cent were just a few minutes over the limit. Spot checks of several supervisors 
showed that they spent anywhere from fifteen minutes to over an hour in the 
cafeteria. Typical examples included one supervisor who stayed in the cafeteria 
for twenty-two minutes and another who stayed approximately thirty minutes. 
One supervisor spent an hour and ten minutes in the cafeteria. 

5 A check of two departments revealed that in each the second section left for 
coffee break before the first section returned. 


Shaw feels that a problem still exists at United Mutual concerning the coffee 
period. The current action that Shaw is taking is to revise the coffee-break 
schedule in order to prevent congestion and achieve better control. Neither 
Gorman nor Shaw is sure what else should be done, if anything. 


G 


1 Appraise management's handling of the problems that developed in this 
case. What behavioral ideas were overlooked or misapplied? 

2 At the end of the case, what are the key problems, if any? What are the 
alternatives to choose from? What would you do in the role of Gorman? What 
would you do if you were Shaw? What organizational behavior ideas would 

ou apply? ^ 

3 Would any of the following be useful in interpreting this case? 

a Behavior modification theory 

b Models of organizational behavior 

c Maslow's need hierarchy 

d The law of diminishing returns 

e Herzberg s motivational-maintenance theory 
f Organizational culture 


the ' of Shaw, arrange to discuss this case with Gorman. 
i - o ide of ei tun call in Shaw to instruct him to improve the coffee- 


break situation. 


CASE 


The Palmer Export 
Site* 


pe 
he Palmer export site is a large port for shipping iron ore mined by the 
Flick Company, a major international mining company. Ore is brought 
to the site by rail from mines some 150 miles distant. Irvin Corporation, which 
holds a construction and maintenance contract at the site, operates worldwide 
in the construction of heavy, technical engineering projects. The Palmer site is 
in an extremely isolated desert area over 700 miles from the nearest city of as 
many as 50,000 people. 
Information in this case is presented only concerning the relationship of Irvin 
management with Flick management at the Palmer site. Two consultants who 
studied the situation described it as follows. 


COMMENTS OF CONSULTANTS 


Our comments concerning the investigation must be viewed against the back- 
ground of the physical and social conditions in which work is conducted at 
Palmer. Above all, Palmer exists solely as a port for the export of iron ore. 
There are no other reasons for the town to be located there. Palmer is a 
company town; all the facilities, and to a large extent the way of life, are 
dependent on. Flick. Similarly, it is quite evident that Irvin’s situation in 
Palmer is dominated by its contractor-client relationship with Flick. Much of 
what we saw happening is a direct result of this relationship. 

In contrast to its usual operation, Irvin in Palmer is performing a service 
function mainly consisting of maintaining, servicing, and altering a wide range 
of activities for Flick. The work varies from substantial modifications of.port and 
plant facilities all the way to gardening. 

This type of work is not typical for Irvin, which normally has been engaged in 
major construction. On a major project a job has a beginning, middle, and end. 
In comparison, while Irvin's contract with Flick obviously had a beginning, it 
has no clearly discernible end. The difference between these two types of 
should be expressed in more than time, because it is evident that the lack ofa 
clearly defined terminal objective has important psychological effects on Irvin 
managers. 


"This case is adapted with permission from comments prepared by T. A. Williams and G- G 
Watkins. 
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The nature of Irvin’s task evidently runs counter to the construction 
life. Employees balanga aaia eigen srt to tiras iie to roay 
nize clearly what they have accomplished, the specific contributions which 
different work roles have made to the outcome, and the relationships between 
these contributions. They claim that there is a sense of challenge associated 
with working to a quoted price on the job and a sense of satisfaction in seeing 
something built and operating. The lack of this attitude was clearly evident 
from our interviews with Irvin staff, during which they expressed dissatisfaction 
with the role they see themselves performing in Palmer. 

It is apparent that Irvin people in Palmer are engaged in a rather different 
kind of business from that to which they have become accustomed. It is clear 
that the basic nature of the present contract compares unfavorably with the 
type of work that Irvin normally does. There are also certain drawbacks with 
respect to the way in which Flick uses Irvin in this contract. 

The work is initiated for Irvin on a continuing basis by Flick. While this may 
appear to be a sensible arrangement as far as the client is concerned, it places 
Irvin in a position of having constantly to adapt to Flick initiatives. Flick's plans 
continually change in a large number of areas in which Irvin is engaged, and 
this makes the problem of adaptation more difficult. Irvin's difficulties are 
further compounded by the tendency for Flick requirements and changes to be 
initiated for Irvin at all levels of the respective organizational structures. 
Together, these factors place Irvin's staff in a relationship of second-class 
citizens with respect to the Flick staff. This has consequences for both the work 
roles and the social status of the Irvin people. 

First, it is a classic example of the frustrations which are generated when one 
party to the work relationship is continually initiating activity on the other 
party. The most common example of this problem is the traditional relationship 
between production and maintenance in industrial organizations. Initially in 
such a relationship, it seems normal for the parties to cooperate with each other 
as much as possible. However, as problems arise, the relationships often go 
sour, with production (in this case the client Flick) using its authority to make 
increasing demands on maintenance (Irvin). Such action even extends to overt 
intimidation. In turn, the recipient of this initiation may attempt to protect 
itself by using the fact that the initiator depends on it for task performance. In 
other words, the Flick staff may be using the client relationship to give vent to 
their own feelings of aggressiveness toward Irvin people. The latter might well 
respond by withholding effective task performance or by carrying out their 


tasks less than enthusiastically. l i 5 
It would appear that Irvin and Flick are laboring under confusions an 
contradictions concerning the nature of company objectives. Irvin's formal task 
seems to be one of ensuring the continued efficient operation of Flick s facilities 
and adaptation of these facilities to meet changing needs. One might have 
supposed that Flick's final task is to export iron ore with a degree of efficiency 
which approaches maximization export volume, given a reasonable rate of 
return. To some extent we gained the impression that Flick was concerned with 
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this objective. However, there were signs that the "real" objectives of Flick 
management, as implied by their actions, are the product of psychological 
pressures caused by the sight of empty ships sitting in the harbor. 

During the period we were in Palmer, Flick was loading at a rate of approx- 
imately 2000 tons per hour. The maximum possible rate is 6000 tons per hour. 
Over a period of time, it might be more efficient to stop the conveyor for 
necessary repairs and modifications to be carried out in order to continue at a 
more efficient rate. However, Irvin managers cited numerous examples of 
being unable to get in to carry out work because of Flick's insistence on keeping 
the conveyor belts running. 

In the particular case of the Flick-Irvin relationship in Palmer, the above 
problems may have been compounded by the circumstances under which Irvin 
went into Palmer as a contractor. It appears that initially Flick staff resented the 
contract. Before the signing of this contract, the work which Irvin now per- 
forms was contracted to a number of firms on the basis of bids. This procedure 
enabled Flick staff to obtain certain free services from the contractors who were 
competing, such as boat repairs and garden maintenance. The nature of the 
Flick-Irvin contract requires Irvin to charge Flick on a cost-plus basis. This 
means that Irvin must submit detailed accounts justifying its expenditures. 
Hence there is little, if any, scope for Flick staff to improve their private well- 
being through the manipulation of contractual relationships. 

Second, the situation illustrates the difficulty of trying to carry out rationally 
planned work when Irvin has little control over both the circumstances which 
create the need for work and the resources needed to carry out that work. 
Weekly work schedules are drawn up every Thursday afternoon at a meeting 
attended by both Flick and Irvin management, While we were in Palmer, there 
were some 171 open work orders on Irvin. The official purpose of the weekly 
planning meeting is to assign priorities among the work orders. By the Monday 
of our visit, the priorities laid down the previous Thursday had been substan- 
tially changed by Flick. Presumably the involvement of Irvin managers in the 
meeting is intended as a means of enabling them to participate in the planning 
of work for which they are responsible. However, it is clear that after the 
meeting the power to veto any decisions reached rests with Flick, and that this 
right is frequently and constantly exercised. 

To this extent, Irvin managers would appear to have little real control over 
the events with which they are required to cope. Moreover, their lack of 
control over the work situation extends to use of the resources for performing 
work. While Irvin has some equipment on site, it is required to use Flick 
equipment when it is "available." However, frequently the equipment is not 
available. First, the equipment may be required for use by Flick. Second, Flick 
may not actually be using the equipment but may wish to hold it in reserve m 
order to gain flexibility in its own operations. Either way this reduces the 
flexibility that Irvin requires in order to cope with a rapidly changing work 
situation. Two outstanding examples of this are related to the paint shop 
the fitting of a down pipe. Irvin is now involved in painting ore cars and is 
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allowed to use a paint shop specially built to repaint rolling stock. The shop is at 
present unused. With regard to the down pipe, a job that would have taken a 
day with a crane was still unfinished after several weeks. 

Irvin's situation in Palmer is curiously paradoxical. Its people are subject to 
Flick’s planning. To the extent that Flick plans its work efficiently, Irvin's 
profitability is increased due to the cost-plus basis of the contract. However, 
Irvin may be suffering a less obvious cost in this situation. Its management 
people are used to working with greater self-determination than they are 
allowed in Palmer, where their work plans are subject to weekly Flick ini- 
tiatives and daily Flick alterations. Over a period of time, this may lead to an 
erosion of the managerial capacity of Irvin people, whether this be expressed in 
resignations or loss of confidence and competence. The continued exposure of 
Irvin managers to the Palmer situation may result in the withering away of its 
most valuable asset, human resources. 


xh 


1 Analyze the events in this case, using frameworks, ideas, and professional 
terms from this book, in order to determine what is happening at the Palmer 
site and why it is happening. 


2 If you were a member of Flick top management and became aware of how 


the conditions in this case may be costing your firm money, what would you 
and professional terms from this 


do? Explain why, using frameworks, ideas, 
book. 


3 If you were Irvin top management and became aware of how the conditions 
in this case may be damaging your human resources, even though they may 
be giving higher earnings at the moment, what would you do, if anything? 
Explain why, using frameworks, ideas, and terms from this book. 

4 Do any of the ideas you have expressed in any of the preceding three 
questions apply to typical management-worker relationships in your nation? 


Explain. 
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ABSENCES Employees who fail to show up for work as scheduled. 
ACCEPTANCE THEORY OF AUTHORITY Belief that the power of a manager 
depends on the willingness of employees to accept that authority. 
ACHIEVEMENT MOTIVE Drive to overcome challenges and obstacles in the 
pursuit of goals. 

ACTION RESEARCH Method of improving problem-solving skills by discussing 
data-based system problems. 

AFFILIATION MOTIVE Drive to relate to people on a social basis. 
AFFIRMATIVE ACTION Employer effort to increase employment opportunity 
for protected groups that appear to be inadequately represented in a firm's 
labor force. 

AGE DISCRIMINATION ACT Law (as amended) that provides EEO for employ- 
ees age forty and over. 

AIDS Acquired Immune Deficiency Syndrome. 

ALIENATION Feeling of powerlessness, lack of meaning, loneliness, disorien- 
tation, and lack of attachment to the job, work group, or organization. 
ALLOCATIVE VALUES Resources that must be given up by someone in order 
for another to have them. 

APPRAISAL See Performance appraisal. 

AREA OF JOB FREEDOM Area of discretion after all restraints have been 
applied. 
ASSERTIVENESS TRAINING Program that teaches people to be more direct, 
honest, and expressive as a means of dealing with anxiety-producing situations. 
ATTRIBUTION Process by which people interpret the causes of their own and 
others’ behavior. 

AUTOCRATIC LEADERS Leaders who centralize 


themselves. 
AUTOCRATIC MODEL Managerial view that power and formal authority are 


necessary to control employee behavior. 
AUTONOMY Policy of giving employees some 
related decisions. 


power and decision making in 


discretion and control over job- 


Glossary 
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BEHAVIOR MODELING Method of teaching skills to handle commonly encoun- 
tered behavioral problems. 


BEHAVIOR MODIFICATION Theory that behavior depends on its consequences; 
therefore, it is possible to control a number of employee behaviors by manip- 
ulating their consequences. 

BEHAVIORAL BIAS Narrow viewpoint of some people that emphasizes satisfy- 
ing employee experiences while overlooking the broader system of the organi- 
zation in relation to all its publics. 


BENEVOLENT AUTOCRAT Autocratic leader who chooses to give rewards to 
employees. 

BIOFEEDBACK Approach by which people under medical guidance learn from 
instrument feedback to influence symptoms of stress, such as increased heart 
rate. 


BODY LANGUAGE Way in which people communicate meaning to others with 
their bodies in interpersonal interaction. 

BOUNDARY ROLES Positions that require an ability to interact with different 
groups in order to keep a project successful. 

BOUNDARY SPANNERS Individuals with strong communication links within 
their department, with people in other units, and often with the external 
community. 

BRAINSTORMING Group structure that encourages creative thinking by defer- 
ring judgment on ideas generated. 

BUREAUCRACY Large, complex administrative system operating with imper- 
sonal detachment from people. 

BURNOUT Condition in which employees are emotionally exhausted, become 
detached from their work, and feel helpless to accomplish their goals. 


CAFETERIA BENEFITS See Flexible benefits. 

CHAIN-REACTION EFFECT Situation in which a change (or other condition) 
that directly affects only one or a few persons may lead to a reaction from many 
people, even hundreds or thousands, because of their mutual interest in it. 


aee AGENT Person whose role is to initiate change and help make it 
work. 


CLUSTER CHAIN Grapevine chain in which one person tells several others, 
and a few of those tell more than one person. 


CODETERMINATION  Covernment-mandated worker representation on the 
board of directors of a firm. 


COGNITIVE DISSONANCE Internal conflict and anxiety that occurs when peo 
ple receive information incompatible with their value systems, prior decisions 
or other information they may have. 
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COGNITIVE THEORIES OF MOTIVATION Motivational theories based on think- 
ing and feeling (i.e., cognition) of the employee. 

COHESIVENESS Degree to which employees stick together, rely on each 
other, and desire to remain members of a group. 

COLLECTIVE BARGAINING — Negotiation between representatives of manage- 
ment and labor to produce a written agreement covering terms and conditions 
of employment. 

COLLEGIAL MODEL Managerial view that teamwork is the way to build em- 
ployee responsibility. : 
COMMITTEE Specific type of meeting in which members in their group role 
have been delegated authority with regard to the problem at hand. 
COMMUNICATION Transfer of information and understanding from one person 
to another person. 

COMMUNICATION CIRCUIT Two-way flow of information from sender to re- 
ceiver and back to the sender. 

COMMUNICATION LOOP See Communication circuit. 

COMMUNICATION OVERLOAD Condition in which employees receive more 
communication inputs than they can process or than they need. 
COMMUNICATION PROCESS Steps by which a sender reaches a receiver with a 
message and receives feedback on it. 

COMPETENCE MOTIVE Drive to do high-quality work. 

COMPLEMENTARY TRANSACTION Communicative action in which the ego 
states of the sender and receiver in the opening transaction are reversed in the 
response. 

COMPLETE PAY PROGRAM Comprehensive reward system that uses different 
bases of pay to accomplish various objectives (e.g., retention, production, 
teamwork). 

CONCEPTUAL SKILL Ability to think in terms of models, frameworks, and 
broad relationships. 

CONCILIATION AGREEMENT Negotiated settlement (of a discrimination 
charge) that is acceptable to the EEOC and all aggrieved parties. 


CONDITIONAL STROKES Strokes offered to employees if they perform cor- 
rectly or avoid problems. 

CONFLICT Disagreement over the goals to attain or the methods used to 
accomplish them. 
CONFORMITY Dependence 
thinking. 

CONSENSUS Agreement of most of the members of a group. 


CONSIDERATION Leader's employee orientation. 


on the norms of others without independent 
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CONSULTIVE MANAGEMENT System of management in which employees are 
encouraged to think about issues and contribute their own ideas before deci- 
sions are made. 

CONTEXT Environment in which words are used. 

CONTINGENCY APPROACH TO O.B. Philosophy that different environments re- 
quire different behavioral practices for effectiveness. 

CONTINGENCY MODEL OF LEADERSHIP Model that states that the most appro- 
priate leadership style depends on the favorableness of the situation, especially 
in relation to leader-member relations, task structure, and position power. 
CONTINGENCY ORGANIZATIONAL DESIGN Use of different organizational 
structures and processes that are required for effectiveness in different kinds of 
environments. 

CONTRACT ARBITRATION Use of a third party to make final and binding 
decisions on major bargaining issues. 

CORE DIMENSIONS OF JOBS Five factors of jobs, including task variety, task 
identity, task significance, autonomy, and feedback. 

CORRECTIVE DISCIPLINE Action taken to discourage further infractions so that 
future acts will be in compliance with standards. 

COST-REWARD COMPARISON Process in which employees identify and com- 
pare personal costs and rewards to determine the point at which they are 
approximately equal. 

COUNSELING Discussion of a problem that usually has emotional content with 
an employee in order to help the employee cope with it better. 
COUNSELING FUNCTIONS Six activities that may be performed by counseling, 
including advice, reassurance, communication, release of emotional tension, 
clarified thinking, and reorientation. 

COUNTERPROPOSAL Offer suggested as an alternative to a previous proposal 
by the other party. 

CROSS-COMMUNICATION See Lateral communication. 

CROSSED TRANSACTION Communicative action in which the stimulus lines in 
an opening transaction are not parallel to those in the response. 

CULTURAL DISTANCE Amount of difference between any two social systems: 
CULTURAL SHOCK Feeling of confusion, insecurity, and anxiety caused by # 
strange new environment. 

CULTURE Social environment of human-created beliefs, customs, knowledge: 
and practices that define conventional behavior in a society. 


CUSTODIAL MODEL Managerial view that security needs are dominant among 
employees. 


DELEGATION Assignment of duties and authority to others. 
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DELPHI GROUP Group structure in which a series of questionnaires are dis- 
tributed to the respondents for their response, but they do not need to meet 
face-to-face. 

DEMOCRATIC MANAGEMENT System of management in which opportunities 
to make major decisions are given to employee groups. 

DESCRIPTIVE SURVEYS Format in which employees respond in their own 
words to express their feelings, thoughts, and intentions. 

DEVELOPMENT LEVEL  Task-specific combination of employee competence 
and motivation to perform that helps determine which leadership style to use. 
DIRECTIVE COUNSELING Process of listening to an employee's problem, de- 
ciding with the employee what should be done, and then telling and motivating 
the employee to do it. 

DISCHARGE Separation of an employee from the company for cause. 
DISCIPLINE Management action to enforce organizational standards. 
DOUBLE-LOOP LEARNING Process of using current information about a change 
to prepare participants to manage future changes even more effectively. See 
also Single-loop learning. 

DUAL-CAREER COUPLES Situations in which each spouse has a separate ca- 
reer. 

DUE PROCESS Disciplinary procedures that show concern for the rights of the 
employee involved. 

DYSFUNCTIONAL ACTION Change that creates unfavorable effects for the sys- 


tem. 


ECOLOGICAL CONTROL Alteration of the surroundings so as to influence an- 


other’s feelings and behavior. 
ECONOMIC INCENTIVE SYSTEM System that varies an employee's pay in pro- 
portion to some criterion of individual, group, or organizational performance. 
EGO STATES Psychological positions of Parent, Adult, and Child that form the 
basis for social transactions. 

ELABORATING Adding one’s own strong feelings and 
nication. 

ELECTRONIC GRAPEVINE Transmission of informal messages by the use of 


computers. Es 
ELECTRONIC MAIL Computer-based communication system that allows mes- 


sages to be sent to multiple parties quu ES ono 
STANCE PROGRAM Program to identity an 
penetra employee productivity or hindering the personal well-being of 


employees. 


reasoning to a commu- 
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EMPLOYEE OWNERSHIP PLANS — Programs for employees to provide the capital 
to purchase control of an existing operation. 

EMPLOYMENT ENRICHMENT Situation in which jobs, work teams, and work 
systems have all been enriched to create a balanced environment. 
ENCOUNTER GROUP Unstructured small-group interaction under stress in a 
situation that requires people to become sensitive to one another's feelings. 
ENRICHED SOCIOTECHNICAL WORK SYSTEM System in which a whole organi- 
zation or major part of it is built into a balanced human-technical system. 


EQUAL EMPLOYMENT OPPORTUNITY (EEO) Provision of equal opportunities to 
secure jobs and earn rewards in them, regardless of conditions unrelated to job 
ce. 


EQUAL EMPLOYMENT OPPORTUNITY COMMISSION (EEOC) Federal agency 
charged with enforcing EEO laws, 

EQUAL EMPLOYMENT OPPORTUNITY LAWS Federal, state, and local legislation 
to support EEO. 

EQUITY SENSITIVITY Recognition that employees have different preferences 
for overreward, equity, or underreward. 

EQUITY THEORY Tendency of employees to judge fairness by comparing their 
inputs and rewards on the job with those of other relevant people. 
ESCALATING COMMITMENT Act of persevering to advocate a course of action, 
and possibly allocating additional resources to a project, despite rational evi- 
dence that it will result in a failure. 

ETHICALLEADERSHIP Recognition and use of guides such as social responsi- 
bility. 

ETHNOCENTRISM Predisposition to use oneself as the criterion for judging 
others. 

EXISTENCE NEEDS Physiological and security factors. 


EXPATRIATES Employees who work in a nation (and culture) different from 
their own. 


EXPECTANCY Strength of belief that work-related effort will result in suc 
cessful completion of a task (performance). 


EXPECTANCY MODEL Theory that motivation is a product of three factors: 
valence, expectancy, and instrumentality, 


EXPERIENTIAL LEARNING Process in which participants learn by experiencing 
in the training environment the kinds of human problems they face on the job. 


EXPERT POWER Power that arises from a person's knowledge of and inform 
tion about a complex situation, 


EXTINCTION Lack of a significant consequence accompanying behavior. 
EXTRINSIC MOTIVATORS External rewards that occur apart from work. 
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FACT PREMISES  Science-based views of how the world behaves. 

FEEDBACK Information from the j 

that tells workers how well they i» rim ep cin Ae 
FEEDBACK LOOP See Communication circuit. 

FILTERING Reducing a communication to a few basic details that can be 
remembered and passed on to others. 

FLEXIBLE BENEFITS Systems that allow employees to select their individual 
combination of benefits. 

FLEXIBLE WORKING TIME System in which employees have some autonomy 
to adjust their work schedules to fit their lifestyles or to meet unusual needs. 
FLEXTIME See Flexible working time. 

FOLLOWERSHIP SKILLS Behaviors that help a person to be an effective subor- 
dinate to a leader. 

FREE-REIN LEADERS Leaders who avoid power and responsibility. 
FRUSTRATION Result of a motivation (drive) being blocked to prevent one 
from reaching a desired goal. 

FUNCTIONAL ACTION Change that is favorable for the system. 
FUNCTIONALIZATION Division of work into different kinds of duties. 


GAIN SHARING Policy of giving employees a substantial portion of the cost 


savings produced when their jobs are improved. 
GAIN-SHARING PLAN Program that establishes a historical base period of orga- 
nizational performance, measures improvements, and shares the gains with 


employees on some formula basis. nj Droas 
GENETIC TESTING Process of predicting whether an employ: t 
ically susceptible to one or more types of illness or harmful substances. 

GOALSETTING Establishment of targets and objectives for successful perform- 


rt run. 

n ME "n i ich people feel comfortable about 

le, and able to: meet the demands of life. 
GOSSIP CHAIN Grapevine chain in which a person tells many others. 
GRAPEVINE Communication system of an informal organization. 
GRIEVANCE Real or imagined feeling of personal injustice that an employee 
has about the employment relationship. r 
GRIEVANCE ARBITRATION Final po 
— — of "n grievances for a hundred employees in 
GRIEVANCE RA 


one year. 


tion of what the exist- 
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GRIEVANCE SYSTEM Formal system by which disputes over working rules are 
expressed, processed, and judged in an organization. 

GROUP DECISION SUPPORT SYSTEM Use of computers, decision models, and 
technological advances to remove communication barriers, structure the deci- 
sion process, and generally direct the group's discussion. 

GROUP DYNAMICS Social process by which people interact face-to-face in 
small groups. 

GROUPTHINK Tendency of a group to bring individual thinking in line with 
the average quality of the group's thinking. 

GROWTH NEED The desire for self-esteem and self-actualization. 


HANDICAPPED EMPLOYEES Those employees with a significant disability of 
some type, either physical, mental, or emotional. 

HAWTHORNE EFFECT Concept that the mere observation of a group tends to 
change it. 

HIDDEN AGENDA Private emotions and motives of group members. 
HIERARCHY OF NEEDS Philosophy that different groups of needs have a spe- 
cific order of priority among most people, so that one group of needs precedes 
another in importance. 

HIGHER-ORDER NEEDS Need levels 3 to 5 on the Maslow hierarchy of needs. 
HOLISTIC 0.B. Philosophy that interprets people-organization relationships in 
terms of the whole person, whole group, whole organization, and whole social 
system. 

HOMEOSTASIS Selfcorrecting mechanism in a group by which energies are 
called up to restore balance whenever change threatens the group. 
HOT-STOVE RULE Disciplinary action with characteristics similar to the conse- 
quences a person suffers from touching a hot stove. 

HUMAN RELATIONS Term applied to organizational behavior early in its his- 
tory, and especially applied to practices that were less sophisticated, shallow, 
and faddish. 

HUMAN RESOURCE ACCOUNTING Process of converting human data into 
money values for use in the regular accounting system. 

HUMAN SKILL Ability to work effectively with people and to build teamwork. 
HUMANISTIC VALUES Positive beliefs about the potential and desire for 
growth among employees. 


IMPOSTOR PHENOMENON Belief that personal capabiliti t as great 3 
other people believe them to be. voci 


INCENTIVES Environmental factors that are established for the purpose 4 
motivating a person. 
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INCREMENTAL VALUES Resources that a person may receive without the 
necessity of another person's giving them up (for example, education). 
INDIVIDUAL DIFFERENCES > Idea that each person is different from all others 
and that these differences usually are substantial rather than meaningless. 
INDIVIDUALISM Process of placing greatest emphasis on one's personal needs 
and welfare. 

INDIVIDUALIZATION Process through which employees successfully exert in- 
fluence on the social system around them. 

INDUSTRIAL DEMOCRACY Government-mandated worker participation at 
various levels of the organization with regard to decisions that affect workers. 
INDUSTRIAL RELATIONS See Labor relations. 

INFERENCE Interpretation of symbols that is based on assumptions, not facts. 
INFORMAL ORGANIZATION Network of personal and social relations not estab- 
lished or required by the formal organization, but arising spontaneously as 
people associate with one another. 

INITIATION OF ACTION Process of sending work and/or instructions to another 
person. 

INSTITUTIONAL TEAM  Companywide group of people. 

INSTRUMENTALITY Belief that a reward will be received once a task is accom- 
plished. 

INTEREST ARBITRATION See Contract arbitration. 

INTRAMANAGEMENT COMMUNICATION See Management communication. 
INTRINSIC MOTIVATORS Internal rewards that a person feels when performing 
a job, so there is a direct connection between work and reward. 

INVESTMENT APPROACH. Policy of treating certain human resource costs as an 
investment to be depreciated during an employee's expected employment. 


directly to the job itself and the em- 


JOB CONTENT Conditions that relate 
conditions in the environment external 


ployee's performance of it, rather than 
to the job. 

JOB CONTEXT Job conditions in the environment surrounding the job, rather 
than those directly related to job performance. 

JOB DIAGNOSTIC SURVEY (JDS) Instrument used to determine the relat 
presence of the five core dimensions in jobs. 

JOBENLARGEMENT Policy of giving workers a wider variety of duties in order 


to reduce monotony, 
JOB ENRICHMENT Policy of adding motivators to a job t 


rewarding. 
JOB PLACEMENT PROFILE CHARTS Visual displays that match worker physical 


and mental abilities with a job's requirements. 


ive 


o make it more 
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JOB SATISFACTION Set of favorable or unfavorable feelings with which em- 
ployees view their work. 


JOB SATISFACTION SURVEY Procedure by which employees report their feel- 
ings toward their jobs and work environment. 


KEYSTONE ROLE OF SUPERVISORS Behavior pattern in which the supervisor is 
seen as the element that connects both sides (management and workers) and 
makes it possible for each to perform its function effectively. 
KNOWLEDGE-BASED PAY See Skill-based pay. 

KNOWLEDGESOCIETY Society in which the use of knowledge and information 
dominates work and employs the largest proportion of the labor force. 


LABOR RELATIONS Subject of union-management relations. 

LABOR UNION Association of employees formed for the primary purpose of 
influencing an employer's decisions about conditions of employment. 
LABORATORY TRAINING Situations in which the trainees experience through 
their own interactions some of the conditions they are talking about. 
LATERAL COMMUNICATION Communication across chains of command. 


LAW OF DIMINISHING RETURNS Principle that a declining amount of extra 
outputs are received when more of a desirable input is added to an operating 
system. 


LAW OF EFFECT Tendency of a person to repeat behavior that is accompanied 


by favorable consequences and not to repeat behavior accompanied by un- 
favorable consequences. 


LEADER-MEMBER EXCHANGE Idea that leaders and their followers exchange 


information, resources, and role expectations that determine the quality of 
their interpersonal relationship. 


LEADER-MEMBER RELATIONS Degree to which the leader is accepted by the 
group. 


LEADER-POSITION POWER Organizational power that goes with the position 
the leader occupies. 


LEADERSHIP Process of encouraging and helping others to work enthusi- 
astically toward objectives. 


LEADERSHIP STYLE Total pattern of a leader's actions, as perceived by the 
leader's employees. 


LEARNED HELPLESSNESS Condition in which employees continue to act in à 


dence possible. 


LEGITIMATE POWER Power that is delegated legitimately from higher-estab- 
lished authorities to others. 


LEVELING EFFECT See Groupthink. 
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LIAISON INDIVIDUALS Persons who are active communicators on the gra 
vine. ja 
LIFE POSITION Dominant way of relating to people that tends to remain wi 
the person for a lifetime unless major experiences occur to change it. en 
LINKING PIN Managerial role of connecting the group with the remainder of 
the organization. 

LOOSE RATE Payment at a rate that allows employees to reach standard output 
with less-than-normal effort. 

LOWER-ORDER NEEDS Need levels 1 and 2 on the Maslow hierarchy of needs. 


MACROMOTIVATION Conditions outside the firm that influence employee per- 
formance (type B). 

MAINTENANCE FACTORS Conditions that tend to satisfy workers when they 
exist and to dissatisfy workers when they do not exist, but their existence tends 
not to be strongly motivating. 

MANAGEMENT BY OBJECTIVES (MBO) System in which managers and subordi- 
nates mutually agree on the employee's objectives for the next year and on the 
criteria that will be used to measure accomplishment of the objectives. 
MANAGEMENT COMMUNICATION Communication within the management 
group. i 

MANAGERIAL GRID Framework of management styles based on the dimen- 
sions of concern for people and concern for production. 

MANIPULATION OF PEOPLE Disregard for the basic dignity of the human being 
by learning and using organizational behavior ideas without regard for human 
welfare. 

MATRIX ORGANIZATION Overlay of one type of organization on another so that 
there are two chains of command directing individual employees. 


MECHANISTIC ORGANIZATIONS Organizations characterized by the use of hier- 
archy, centralized direction, certainty of task assignments, and strict definition 


of roles. 
MEDIATOR Outside specialist who encourages the negotiating parties to come 


to an agreement. 

MEDITATION Quiet, concentrated inner thought in order to rest the body 
physically and emotionally. 

MENTOR Person who serves as a role model to help other employees gain 
valuable advice on roles to play and behaviors to avoid. 

MICROMOTIVATION Conditions within the firm that influence employee per- 
formance (type A). 

MODELS OF ORGANIZATIONAL BEHAVIOR Underlying theories that act as un- 
conscious but powerful guides to managerial thought and behavior. 


MORALE Level of job satisfaction within a group. 
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MOTIVATING POTENTIAL SCORE (MPS) Index that indicates the degree to which 
a job is perceived to be meaningful, foster responsibility, and provide knowl- 
edge of results. 

MOTIVATION Strength of the drive toward an action. 

MOTIVATIONAL FACTORS Conditions that tend to motivate workers when they 
exist, but their absence rarely is strongly dissatisfying. 


MOTIVATIONAL PATTERNS Attitudes that affect the way people view their jobs 
and approach their lives. 


MULTIPLE MANAGEMENT Middle-management committees to improve the 
participation of managers below top organizational levels. 


MULTIPROFESSIONAL EMPLOYEES People who are trained in two or more 
professions or intellectual disciplines. 


MUTUAL INTEREST Idea that people need organizations and organizations 
need peoplé, which gives them a superordinate goal of joint interest to bring 
them together. 


NATURAL WORK MODULE Job designed so that a person performs a complete 
cycle of work to make a whole product or subunit of it. 


NATURAL WORK TEAM Group of employees whose task is to work together to 
produce an entire unit of work. 


NEEDS, PRIMARY Basic physical needs. 
NEEDS, SECONDARY Social and psychological needs. 
NEGATIVE LEADERSHIP Leaders who emphasize penalties to motivate people. 


NEGATIVE REINFORCEMENT Removal of an unfavorable consequence that 
accompanies behavior. 


NEIGHBORHOODS Centers of related individual offices to encourage the for- 
mation of social groups. 

NETWORK Group of people who develop and maintain contact to informally 
exchange information, usually about a shared interest. 

NETWORKING Being active on a network. 


NOMINAL GROUP Group structure that combines individual input, group dis- 

cussion, and independent decision making. 

NONDIRECTIVE COUNSELING Process of skillfully listening to and encouraging 

a counselee to explain troublesome problems, understand them, and deter- 

mine appropriate solutions, 

NONLOGICAL Based on feelings rather than logic. 

— EMPLOYMENT Jobs not historically held by members of 
sex. 


NONVERBAL COMMUNICATION Actions (or inactions) that people take that 
serve as a means of communication. 
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NORM Informal group requirement for the behavior of its members. 


NORM OF RECIPROCITY Principle that two people-in a continuing relationship 
feel a strong obligation to repay their social "debts" to each other. 


O.B. MOD. See Organizational behavior modification. 

OBJECTIVE SURVEYS Format using highly structured response categories for 
gathering job satisfaction data. 

OPEN-DOOR POLICY Statement encouraging employees to come to their su- 
pervisor or higher managers with any matter that concerns them. 

OPERANT CONDITIONING Any type of reinforcement to modify behavior by its 
consequence. 

ORGANIC ORGANIZATIONS Organizations characterized by flexible tasks and 
roles, open communications, and decentralized decision making. 
ORGANIZATION DEVELOPMENT (OD) Intervention strategy that uses group 
processes to focus on the whole culture of an organization in order to bring 
about planned change. 

ORGANIZATIONAL BEHAVIOR (O.B.) Study and application of knowledge about 
how people act within organizations. 

ORGANIZATIONAL BEHAVIOR MODIFICATION (0.B. MOD.) Behavior modifica- 
tion used in organizations. 

ORGANIZATIONAL BEHAVIOR SYSTEM Integrated framework of elements that 
portrays how behavior is guided toward achievement of organizational goals. 
ORGANIZATIONAL CITIZENS Employees who engage in positive social acts 
designed to help others, such as volunteering their efforts, sharing their re- 
sources, or cooperating with others. 

ORGANIZATIONAL COMMITMENT Degree to which an employee identifies 
with the organization and wants to continue actively participating in it. 
ORGANIZATIONAL CULTURE Set of values, beliefs, and norms that is shared 
among an organization's members. Also called organizational climate. 
ORGANIZATIONAL GAMING Group exercise in sequential decision making un- 
der simulated organizational conditions. 

ORGANIZATIONAL LEARNING CURVE FOR CHANGE Period of adaptation that 
follows change and typically shows a decline in effectiveness before a group 
reaches a new equilibrium. 

OUTPUT RESTRICTION Situation in which workers choose to produce less than 
they could produce with normal effort. 

OVERPARTICIPATION Condition in which employees have more participation 


than they want. 
PARITY EMPLOYMENT See Proportional employment. 


Glossary 


PAROCHIALISM Condition in which people "see" the situation around them 
from their own perspective. 

PARTICIPATION Mental and emotional involvement of persons in group situa- 
tions that encourage them to contribute to group goals and share responsibility 
for them. 


PARTICIPATIVE COUNSELING Mutual counselor-counselee relationship that 
establishes a cooperative exchange of ideas to help solve a counselee's prob- 
lems. 


PARTICIPATIVE LEADER Leader who decentralizes authority by consulting 
with followers. 


PATH-GOAL LEADERSHIP Model that states that the leader's job is to create a 
work environment through structure, support, and rewards that helps employ- 
ees reach the organization's goals. 


PEER REVIEW PANEL Special board that takes informal testimony and makes 
binding decisions in grievance cases. 


PERCEPTION Individual's own view of the world. 
PERCEPTUALSET People's tendency to perceive what they expect to perceive. 


PERFORMANCE APPRAISAL Process of evaluating the performance of employ- 
ees. 


PERFORMANCE-SATISFACTION-EFFORT LOOP Flow model that shows the di- 
rectional relationship between performance and satisfaction. 
PERSONALPOWER Ability of leaders to develop followers from the strength of 
their own personalities. 


PERSONAL WELLNESS Programs of preventive maintenance that help individ- 
uals reduce the causes of stress or cope with stressors that are beyond their 
direct control. 


PHASED RETIREMENT Programs that give workers more time off, usually with 
pay, in the years immediately preceding retirement. 

PIECE RATE Reward system that pays employees according to the number of 
acceptable pieces produced. 

POLITICAL POWER Ability to work with people and social systems to gain their 
allegiance and support. 

POLITICS Ways that leaders gain and use power. 


POLYGRAPH Instrument (lie detector) that measures the physiological changes 
when a person tells a significant lie, 


POSITIVE LEADERSHIP Leaders who emphasize rewards to motivate people: 


POSITIVE REINFORCEMENT Favorable consequence that accompanies behav- 
ior and encourages repetition of the behavior. 


POWER Ability to influence other people and events. 
POWER MOTIVE Drive to influence people and change situations. 
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PRACTICE Conscious application of conceptual models and research results 
with the goal of improving individual and organizational performance. 
PRERETIREMENT COUNSELING Programs that encourage employees to think 
about and prepare for impending retirement. 

PREVENTIVE DISCIPLINE Action taken to encourage employees to follow stan- 
dards and rules so that infractions do not occur. 

PROBLEM-SOLVING BARGAINING Approach that tries to get joint gain for both 
parties. 

PROCEDURE Organization of work based on its flow from one operation to 
another. 

PRODUCTION SHARING Incentive program that pays employees for improve- 
ments in labor costs that are better than standard. 

PRODUCTIVITY Ratio that compares units of output with units of input. 
PROFILE CHART Graphic display of the scores of the five core dimensions of 
jobs. 

PROFIT SHARING System that distributes to employees some portion of the 
profits of business. 

PROGRESSIVE DISCIPLINE Policy that provides stronger penalties for repeated 
offenses. 

PROPORTIONAL EMPLOYMENT Belief that an organization's employees should 
approximately represent the proportions of different groups in the local labor 
force or population. 

PROTECTED GROUPS Groups of employees who are protected from employ- 
ment discrimination by EEO laws. 

PSYCHIC COSTS Costs that affect a person's inner self or psyche. 
PSYCHOLOGICAL CONTRACT Unwritten agreement that defines the conditions 
of each employee's psychological involvement with the system. 
PSYCHOLOGICAL COSTS See Psychic costs. 

PSYCHOLOGICAL STRESS EVALUATOR Instrument that analyzes changes in 
voice patterns to determine whether a lie is being told. 

PSYCHOLOGICAL SUPPORT Condition in which leaders stimulate people to 
want to do the job. 

PUNISHMENT Unfavorable consequence that accompanies behavior and dis- 
courages repetition of the behavior. 


QUALITY CIRCLES Voluntary groups that receive training in statistical tech- 
niques and problem-solving skills and then meet to produce ideas for improv- 


ing productivity and working conditions. 
QUALITY OF WORK LIFE (QWL) Favorableness or unfavorableness of a job 
environment for people. 
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RATE SETTING Process of determining the standard output for each job. 
READABILITY Degree to which writing and speech are understandable to 
receivers. 

REALISTIC JOB PREVIEWS Employment process in which job candidates are 
given a small sample of organizational reality. 

RECESS A break taken by the bargaining committee to discuss some point 
privately. 

RED TAPE Procedure that appears to be unnecessary to those who are follow- 
ing it. 

REFERENCE GROUP Group whose norms a person accepts. 


REFREEZING Term applying to situations involving change and referring to a 
person's acting to integrate what has been learned into actual practice. 


REINFORCEMENT Behavior consequence that influences future behavior. 


REINFORCEMENT, CONTINUOUS Reinforcement accompanying each correct 
behavior. 


REINFORCEMENT, FIXED-INTERVAL Reinforcement after a certain period of 
time. 


REINFORCEMENT, FIXED-RATIO Reinforcement after a certain number of cor- 
rect responses. 


sean ares VARIABLE-INTERVAL Reinforcement after a variety of time 
periods. 


REINFORCEMENT, VARIABLE-RATIO Reinforcement after a variable number of 
correct responses. 


REINFORCEMENT SCHEDULES - Frequency with which reinforcement accom- 
panies a desired behavior. 


RELATEDNESS NEED Desire of an employee to be understood and accepted. 
RELIABILITY Capacity of a survey instrument to produce consistent results. 
RESEARCH Process of gathering and interpreting relevant evidence that will 
either support a behavioral theory or help change it. 

RESISTANCE TO CHANGE Desire not to accept a change or to accept it only 
partially. 

RETRAINING Providing opportunities to learn new skills to those employees 
whose jobs are replaced by technological change. 

REVERSE CULTURAL SHOCK The difficulty experienced by expatriates in read- 
justing to the surroundings of their home country upon their reentry. > 
REVERSE DISCRIMINATION Discrimination t loyee not includ 
uad ive against an employee 

RIGHTS OF PRIVACY Freedom from organizational invasion of a person s P™ 
vate life and unauthorized release of confidential information about a perso™ 
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ROBOTICS Design and use of programmable, mechanical devices to move 
parts and perform a variety of tasks. 

ROLE Pattern of actions expected of a person in activities involving others. 
ROLE AMBIGUITY Feeling that arises when roles are inadequately defined or 
are substantially unknown. 

ROLE CONFLICT Feeling that arises when others have different perceptions or 
expectations of a person’s role. 

ROLE MODELS Leaders who serve as examples for their followers. 

ROLE PERCEPTIONS How people think they are supposed to act in their own 
roles and others should act in their roles. 

ROLE PLAYING Spontaneous acting of a realistic situation involving two or 
more people under classroom conditions. 

RULE OF FIVE Steps in communication taken by a receiver—receive, under- 

stand, accept, use, and provide feedback. 

RUMOR Grapevine information that is communicated without secure stan- 

dards of evidence being present. 


SANCTIONS Rewards and penalties that a group uses to persuade persons to 
conform to its norms. 

SCALAR PROCESS Division of an organization into levels on the basis of author- 
ity and responsibility. 

SCANLON PLAN Highly successful production-sharing plan that emphasizes 
teamwork and active participation. 

SELF-ACTUALIZATION Need to become all that one is capable of becoming. 
SELF-APPRAISAL Process of asking individuals to identify and compare their 
strengths and weaknesses. 

SELF-EFFICACY Belief that one has the necessary capabilities to perform a 
task, fulfill role expectations, or meet a challenging situation successfully. 
SELF-FULFILLING PROPHECY Probability that a manager's expectations for an 
employee will cause the manager to treat the employee differently, and that the 
employee will respond in a way that confirms the initial expectations. Also 


known as the Pygmalion effect. ; 
SELF-LEADERSHIP Act of leading oneself to perform naturally motivating 
tasks, and managing oneself to do work that is required but not naturally 
rewarding. : M 
SELF-MANAGING TEAMS Groups that are given a large degree of decision- 
making autonomy and expected to control their own behavior and results. 
SEMANTICS Science of meaning. 

SENSITIVITY TRAINING See Encounter group. 
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SEXUAL HARASSMENT Process of making employment or promotion decisions 
contingent on sexual favors, or exhibiting any verbal or physical conduct that 
creates an offensive working environment. 

SHAPING Successive reinforcement as behavior comes closer to the desired 
behavior. 

SHORT-CIRCUITING Situation in which people skip one or more steps in the 
communication hierarchy. 

SINGLE-LOOP LEARNING Process of adapting to changes which are imposed on 
employees. 

SKILL-BASED PAY A system that rewards individual employees for what they 
know how to do. Also known as knowledge-based pay. 

SOCIAL CUES [Information that employees receive from their social surround- 
ings. 

SOCIAL EQUILIBRIUM Dynamic working balance among the interdependent 
parts of a system. 

SOCIAL LEADER Person who helps restore and maintain group relationships. 
SOCIAL LEARNING THEORY Belief that employees gain substantial information 
about how to perform by observing and imitating those around them. 
SOCIAL LOAFING  Lessening of output by employees when they think their 
contributions to a group cannot be measured. 

SOCIAL RESPONSIBILITY Recognition that organizations have significant influ- 
ence on the social system,’ which must be considered and balanced in all 
organizational actions. 

SOCIALSUPPORT Network of activities and relationships that satisfies an em- 
ployee's perceived need to be cared for, esteemed, and valued. 

SOCIAL SYSTEM Complex set of human relationships interacting in many 
ways. 

SOCIALUATION The continuous process of transmitting key elements of an 
organization's culture to its employees. 

SOCIOECONOMIC MODEL OF DECISION MAKING Model in which social costs 
and benefits, as well as economic and technical values, are considered in the 
decision-making process. 

SOCIOGRAM Diagram of the feelings of group members toward each other: 
SOCIOMETRY Study and measurement of feelings of group members toward 
one another. 

SOCIOTECHNICAL SYSTEMS Relationship of technology to people at work. 
SPAN OF MANAGEMENT Number of people a manager directly manages. 
SPECIALIZATION Process of becoming adept at a certain function as a result of 
concentrating efforts upon it. 


STATUS Social rank of a person in a group. 


625 


Glossary 


STATUS SYMBOLS Visible, external things that attach to a person or workplace 
and serve as evidence of social rank. 

STRESS THRESHOLD Level of stressors that one can tolerate before feelings of 
stress occur. 

STRESSORS Conditions that tend to cause stress. 

STRIKE Work stoppage called by a union to place bargaining pressure on 
management. 

STROKING Performing any act of recognition for another person. 
STRUCTURE  Leader's task orientation. 

SUBSTITUTES FOR LEADERSHIP Characteristics of the task, employees, or 
organization that may reduce the need for leadership behaviors. 
SUGGESTION PROGRAMS Formal plans to encourage individual employees to 
recommend work improvements. A monetary award frequently is offered for 
acceptable suggestions. 

SUPERORDINATE GOAL Goal that integrates the efforts of individuals or 
groups. 

SUPPORTIVE APPROACH TO 0.B. Philosophy of working with people in ways 
that seek to satisfy their needs and develop their potential. 

SUPPORTIVE MODEL Managerial view that leaders should support employees 
in their attempts to grow and perform their jobs. 

SURFACE AGENDA Official task of a group. 

SURVEY FEEDBACK Communication of job satisfaction information to manag- 
ers and others as a basis for action. 

SYSTEMS 1 THROUGH 4 OD framework developed by Rensis Likert that uses 
four systems of management to describe organizations, with System 4 as the 


most participative. 


TASK IDENTITY _ Practice of allowing employees to perform a complete piece of 
work. 

TASK LEADER Person who helps the group accomplish its objectives and stay 
on target. 


TASK SIGNIFICANCE Amount of impact, as perceived by the worker, that the 


work has on other people. 

TASK STRUCTURE Degree to which 
TASK SUPPORT Condition in which leaders provide the resources, 
ower, and other elements that are essential to get the job done. 
TASK TEAM Cooperative small group in regular contact that is engaged in 
coordinated action and whose members contribute responsibly and enthusi- 


astically to the task. 
TEAM BUILDING OD process of developing integrated, cooperative groups. 


one specific way is required to do the job. 
budgets, 
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TECHNICAL SKILL Person's knowledge and ability in any type of process or 
technique. 

TECHNOPHOBIA Emotional fear of all technology regardless of its conse- 
quences. 

TELECOMMUTING Process of accomplishing all or a part of an employee's 
work at home through computer links to the office. 

TERRITORY Space that employees can call their own and in which they can 
control what happens. 

THEORIES Explanations of how and why people think, feel, and act as they do. 
THEORY X Autocratic and traditional set of assumptions about people. 
THEORY Y Human and supportive set of assumptions about people. 
THEORYZ Model that adapts the elements of Japanese management systems 
to the U.S. culture and emphasizes cooperation and consensus decision pro- 
cesses. 

TRADE-OFF Offer to give up on one issue in exchange for “winning” another. 
TRAINING MULTIPLIER EFFECT Process by which skilled people develop oth- 
ers, who then become the nucleus for developing still others. 
TRANSACTIONAL ANALYSIS (TA) Study of social transactions between people, so 
as to develop improved communication and human relationships. 
TRANSCULTURAL EMPLOYEES Individuals who have learned to operate effec- 
tively in several cultures. 

TRIPLE-REWARD SYSTEM Term applied to practices that jointly benefit the 
needs and objectives of three groups: people, organizations, and the whole 
social system. 

TUNNEL VISION See Behavioral bias. 

TURNOVER Rate at which employees leave an organization. 

TWO-FACTOR MODEL OF MOTIVATION Motivational model developed by 
Frederick Herzberg, which concludes that one set of job conditions primarily 
motivates an employee while a different set primarily reduces dissatisfactions of 
the employee. 

TYPE A PEOPLE Individuals who are aggressive and competitive, set high 
standards, and put themselves under constant time pressures. 


TYPE B PEOPLE Individuals who are relaxed and easygoing and accept situa- 
tions readily. 


UNCONDITIONAL STROKES Strokes presented without any connection to be- 
havior. 


UNDERPARTICIPATION Condition in which em t more participa 
tion than they have. - am 


UNFREEZING Term applying to situations involving change and referring to ? 
person's casting aside old ideas and practices so that new ones can be : 
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VALENCE Strength of a person's preference for receiving a reward. 
VALIDITY Capacity of a survey instrument to measure what it claims to mea- 
sure. 

VALUE PREMISES Personal views of the desirability of certain goals. 
VARIETY Policy of allowing employees to perform different operations that 
often require different skills. 

VISION A long-range image or idea of what can or should be accomplished. 


WAGE INCENTIVE Reward system that provides more pay for more produc- 
tion. 

WHISTLE-BLOWER Employee who discloses alleged misconduct to the public. 
WIN-LOSE BARGAINING Negotiation in which each party tries to win from the 
other party a favorable division of limited resources. 

WORK COMMITTEES Groups of workers and their managers that are organized 
primarily to consider and solve job problems. 

WORK ETHIC Employee attitude of viewing work as a central life interest and 
a desirable goal in life. 


“x” CHART Model in the form of an "X" showing how attitudes affect responses 
to change. (Originally developed by F. J. Roethlisberger.) 
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